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The  Honorable, 

The  Chairman  and  the  Members 
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Dear  Sirs : 

Presented  herewith  is  our  Report  No*  l5  covering 
the  Printing  Department. 
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The  printing  depart-nent,  established  in  l6^7>  i'^ 
responsible  for  supplying  all  printing,  binding?:,  stationery,  and 
office  supplies,  except  furniture,  used  by  any  board,  coinmission, 
department,  or  other  agency  for  v/hich  the  City  of  Boston  is  re- 
quired by  law  to  furnish  such  supplies,  materials,  and  services. 

The  present  headquarters  of  the  printing  department  are 
located  at  17'|  North  Street,  Boston,  in  a  building  v/hich  was 
erected  in  1932.   The  staff  consists  of  125  employes  and  the 
annual  payroll  is  approximately  •:i;!l|25,000 .   The  total  assets  of  the 
department  are  currently  estimated  at  over  s?500,000.   Printing  and 
allied  services  are  being  supplied  to  over  1?^  organization  units 
of  the  City  of  Boston  and  CoiJinty  of  Suffolli.   Gross  sales  nov/ 
exceed  ,v700,000  annually.   Although  the  department  is  expected  to 
operate  on   a  self-supporting  basis,  it  has  incurred  substantial 
losses  in  recent  years. 

The  organization  structure  and  staffing  of  the  department 
is  considered  reasonably  satisfactory.   Iiov;ever,  supervision  is  not 
adequate  and  lines  of  authority  are  not  clearly  defined.   It  is 
believed  that  the  superintendent  of  printing  handles  too  much  detail 
and  does  not  delegate  sufficient  authority  to  others  with  the 
result  that  he  has  too  little  time  for  concentrating  on  matters  of 
broad  policy  and  general  administration  of  the  printing  department 
so  that  it  will  function  as  an  efficient,  self-supporting  City 
organization  unit. 

The  printing  department  has  been  granted  extensive 
direct  purchasing  authority.   A  study  of  City-v/ide  pixrchasing  func- 
tions and  activities  is  currently  being  undertaken  independently  of 
the  study  covered  by  this  report,   Presurtably  the  findings  of  the 
independent  study  will  serve  as  a  basis  for  making  recommendations 
regarding  the  printing  department's  future  role  in  City  procure- 
ment.  However,  insofar  as  the  department's  current  purchasing 
policies  and  procedures  are  concerned,  it  is  believed  that  they  can 
be  improved  considerably.   Furthermore,  it  is  considered  that  the 
printing  department  is  not  conducting  its  purchasing  in  accordance 
v/ith  the  intent  and  spirit  of  existing  laws,  rules,  and  regulations 
governing  such  functions  and  activities.   Public  competitive  bids 
rarely  are  secured  and  used  by  the  department  in  making  purchases. 

In  discharging  its  duties  and  responsibilities  for  fur- 
nishing materials,  supplies,  and  services  the  printing  department 
has  established  and  is  operating  various  stockrooms.   The  indepen- 
dent study  of  stores  organization,  facilities,  and  operations  on  a 
City-v;ido  basis  will  probably  include  recommendations  affecting 
these  functions  and  activities  of  the  printing  denartrnxont ,   In  any 
event,  it  is  believed  that  the  current  stores  policies  and  pro- 
cedures of  the  departm.ent  can  be  improved  considerably. 
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A  major  function  specifically  asvsigned  by  law  to  the 
superintendent  of  printing  is  thut  he  shall,  v/henover  practicable, 
standardize  all  naterials,  suprjlies,  and  services  furnished  by  the 
printing  department.   Some  pro.^.ross  has  been  made  in  this  direction, 
particularly  with  respect  to  stationery.   However,  it  is  believed 
that  considerably  greater  standardization  cot;ld  and  should  be 
achieved  and  that  the  superintendent  of  printing  should  a.ssi;ano 
more  initiative  in  discharging  his  duties  v/ith  respect  to  standardiza^- 
tion. 

Numerous  recommendations  presented  in  this  report  concern 
the  financial  administration  of  the  department.   The  failm-'o  of 
the  printing  department  to  stay  abreast  of  the  changing  costs,  or 
to  miako  effective  use  of  the  information  revealed  by  cost  analyses, 
have  led  to  substantial  operating  losses.   If  the  department  is  to 
be  self-supporting  the  methods  of  arriving  at  charges  for  the 
materials,  supplies,  and  services  which  it  furnishes  to  otlier  City 
agencies  must  be  changed.   It  is  this  principle  which  underlies 
most  of  the  recommendations  presented  in  this  report  v/ith  regard 
to  financial  administration. 
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SUMMARY  OF  REC0^IM]3TDATI0NS 


The  recommendations  expressed  or  implied  in  R<jport 
No,  l5  on  the  printinr:  dcpo.rtmont  are  sijmmarized  as  follows' 

li      Establish  and  fill  a  position  in  the  general  office 
to  which  is  assigned  adequate  authority  and  full 
responsibility  to  the  superintendent  of  printing  for 
providing  the  immediate,  overall  direction  and  super- 
vision of  the  staff  of  the  general  office. 
(Sec,  lib  and  6a) 

2,   Adopt  a  plan  of  organization  with  appropriate  lines 
of  authority  for  rediocing  to  five  the  number  of 
supervisory  employes  responsible  and  reporting  direct 
to  the  superintendent  of  printing  for  the  operations 
of  the  five  m.anor  organization  units  of  the  printing 
department ,   ( Sec  •  l\..c  ) 

3t   Establish  and  fill  a  position  for  providing  imm.ediate, 
overall  supervision  and  direction  of  the  staff  of  the 
composing  room  of  the  V-ook  composing  room  and  fix 
appropriate  compensation  for  this  position,   (Sec,  7a) 

Ij.,   Establish  and  fill  a  position  for  providing  immediate 
overall  supervision  and  direction  of  the  staff  of  the 
building  maintenance  unit,  assign  a  proper  title,  and 
fix  appropriate  compensation  for  this  position, 
(Sec.  10a) 

5.  Dotormino  the  need  for  providing  storage  space  in  the 
printing  department  for  materials,  supplies,  furniture, 
and  the  like,  belonging  to  other  government  agencies 

of  the  City  and  provide  for  the  periodic  review  of 
such  articles  as  are  stored  in  order  to  avoid  the 
continued  storage  of  obsolete  or  worthless  articles • 
(Sec.  11a) 

6.  Develop  and  carry  out  a  program  for  the  systematic 
replacement  of  old  and  inefficient  equipment  with  the 
objective  of  keeping  the  productive  capacity  and  ef- 
ficiency of  the  printing  department  at  the  highest 
practicable  level,   (Sec.  lib) 

7.  Revise  existing,  or  establish  additional,  basic  pur- 
chasing records  such  as  sources  of  supply,  purchase 
specifications,  prices,  and  the  like,  in  order  to 
provide  a  reasonable  basis  for  efficient  exercise  and 
control  of  the  printing  department's  purchasing 
functions  and  activities.   (Sec.  12b) 
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8.  Devise  and  use  a  system  for  soliciting,  securing,  and 
employing  public  comTDetitive  bids,  to  tho  extent 
practicable,  in  making  direct  purchases  by  the  print- 
ing department,   (Sec.  12b,  12c,  and  llib) 

9.  Revise  the  printing  department's  purchase  order  form 
and  procedures  with  respect  to  purchasing  printing 
supplies  and  materials  so  that  they  are  in  accord  with 
reasonable  standards  of  good  business  practices. 
(Sec.  12c) 

10 i      Eliminate  the  title  "stationer^?""  in  the  accounting 
records  and  reports  m.aintained  or  prepared  in  the 
printing  department  and  other  City  offices  v^ihon 
reference  is  made  to  office  supplies,  stores,  and 
piarchases  generally  and  of  which  classification 
stationery  is  not  a  part;   (Sec.  13^) 

11.  Establish  and  use  minimum  and  m.axr\um  inventories  of 
office  supplies  and  printing  supplies  to  assist  in 
exercising  efficient  control  of  inventories  and  pur- 
chases for  stock,   (Sec.  13b  and  13c} 

12.  Devise  and  use  a  system  for  tho  periodic  review  of 
issues  from  stock  and  purchases  for  the  purpose  of 
determining  those  articles  v;hich  should  bo  carried  in 
stock.   (Soc.  13b  and  13c) 

13.  Establish  and  maintain  an  adequate  stock  control 
system  and  inventory  records  for  the  stockroom.s  of 
printing  materials  and  supplies.   (Sec.  13c) 

li|.   Assign  the  duties  and  responsibilities  for  receiving, 
storing,  and  issuing  printing  materials  and  supplies 
to  an  adequate  number  of  employes  so  as  to  provide 
continuous  direction  and  supervision  of  these  opera- 
tions during  the  hours  the  printing  plant  is  in 
operation.   (Sec.  13c) 

15.  Revise  the  policies,  procediiros,  and  forms  and  provide 
adequate  facilities  for  reporting  deliveries,  count- 
ing quantities,  and  checking  weights  of  printing 
materials  and  supplies  delivered  to  the  printing 
department.   (Sec.   13c) 

16.  Discontinue  the  practice  of  punching  time  records  in 
and  out  for  lunch  periods  at  the  same  time.   (Sec.  l5d) 

17.  Establish  definite  allowances  for  sick  leave,  com- 
parable to  those  established  for  vacations,  and  des- 
cribe more  clearly  the  discretionary  powers  of  the 
superintendent  of  printing  in  granting  extensions  of 
sick  leave  with  a  view  to  achieving  reasonable 
uniformity  in  policies  and  practices.   (Sec.  l5g) 
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18,  Develop  and  carry  out  a  broader  program  for  the 
standard^-zation  of  materials  s  supplies  and  services 
furnished  by  the  printing  department  under  the 
direction  of  the  nuperintcndent  of  printing, 

(Sec.  16) 

19,  Create  a  v/orking  capital  fund  for  the  printing 
department,  and  treat  the  f-ond  as  a  separate  entity 
for  budgeting  and  accounting  purposes.   (Sec.  17b) 

20,  Provide  for  the  encumbering  of  department  appro- 
priations for  purchases  from  the  printing  department 
before  orders  are  placed,   (Sec.  17c) 

21,.   Submit  bills  for  printing  department  services 
directly  to  the  City  auditor  and  reimburse  the 
printing  doDartmcnt  by  a  bookkeeping  transfer  rather 
than  by  issuance  of  City  checks.   (Sec.  17c) 

22,  Require  all  agencies  which  requisition  materials , 
supplies,  or  services  from  the  printing  department 
to  use  a  standard  form.   (Sec.  17c) 

23,  Minimize  the  use  of  stamps  for  postage  by  installing 
postage  meters  at  central  locations  and  eliminate 
the  special  bank  account  for  stamp  purchases  now 
maintained  by  the  printing  department.   (Sec,  17c) 

2I4.,      Discontinue  sales  to  agencies  outside  the  City  of 
Boston  and  County  of  Suffolk  governments  except  on 
a  cash  basis.   (Sec.  17c) 

25.  Discontinue  the  receiving  register  and  substitute 
therefor  a  file  of  open  purchase  orders  in  the 
receiving  agency.    (Sec.  17d) 

26.  Provide  for  encumbering  the  printing  department's 
appropriations  before  purchase  orders  are  issued  or 
other  obligations  are  inci.irred,   (Sec.  17cl) 

27.  Provide  bettor  control  over  stamps  Lised  by  adminis- 
trative offices  of  the  printing  department  by 
designating  a  custodian,  placing  stam.ps  under  lock 
and  key,  and  requiring;  receipts  for  all  issues, 
(Sec,  17d) 

28.  Transfer  the  general  ledger  accounts  of  the  printing 
department  to  the  auditor's  office  and  restrict  the 
accounts  kept  by  the  printing  department  to  memo- 
randum cost  records.   (Sec,  17e) 
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29.  Change  the  process  of  ci^.rriving  at  the  ainounts  to 
be  charged  departments  for  printing  v/ork  by«   (a) 
reanalyzing  cost  factors;  (b)  incrorning  the  ac- 
curacy of  recorded  la.bor  time;  (c)  setting  up  per- 
petual inventory  records  for  printing  stock;  (d) 
charging  stock  to  jobs  at  an  average  cost;  (e)  charg- 
ing outside  v/ork  to  jobs  at  actual  invoiced  cost; 

(f )  billing  at  total  manuf  act  urging  cost  plus  an  al- 
lov/ance  for  administrative  overhead,   (Sec.  17g) 

30.  Adopt  standard  unit  charges  for  standard  v-ork  for 
v/hich  the  printing  department  receives;  repeated 
orders,.  (Sec.  17h) 

31.  Revise  cost  factors  as  frequently  as  necessary  on 
the  basis  of  constant  analyses  of  current  cost  ex- 
perience,  (Sec,  17h) 

32.  Relievo  the  superintendent  of  printing  of  the  detail- 
ed work  of  nr icing  sales  to  other  departments  and 
assign  this  work  to  clerical  em.ployes,   (Sec,  17h) 

33*   Restrict  the  duties  of  the  superintendent  of  print- 
ing in  preparing  estimates  to  determ.ining  the  amoionts 
of  time  and  material  required  and  assign  the  duty 
for  estimating  actual  costs  to  the  bookkeeper, 
(Sec.  17h  and  17k) 

3l}-«   Use  an  average  cost  when  pricing  item.s  sold  from 

stores  of  office  supplies  and  apply  a  standard  markup 
for  administrative  overhead,.   (Sec.  17i) 

35 •■  Carry  income  from  the  sale  of  steam  in  a  separate 

income  account  rather  than  as  an  offset  to  an  expense 
account,   (Sec,,.  17k) 

36.   Show  the  gross  and  net  nrofits  from  sales  of  steam 
in  operating  statements,   (See.  17k) 

37  •   Vi^rite  off  uncollectible  accounts  receivable  and,  if 
sales  to  outside  agencies  on  a  credit  basis  arc  con- 
tinued, create  a  small  reserve  for  bad  debts. 
(Sec.  171) 

38,   Use  an  average  cost  basis  for  valuing  inventories 
during  periodical  physical  counts,   (Sec.  17 1) 

39«-   Prepare  financial  statements  at  least  quarterly. 
(Sec,  17m) 

1(.0,   Include  comparative  analyses  of  operating  figures 
in  financial  reports,.   (Sec.  17m) 
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I|.l,      Include    p;eneral   explanatory  r^.aterlal    in   financial 
reports,       (Sec,    17ni) 

1|.2»      Act    upon   the   recorri'nendations    appearing   in  audit 
reports,       (Sec.    17n)    . 
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^RINTING  DEPAIcriTElTT 


1 .   Introduction 

The  printing  department  v;as  created  and  established  for 
the  piirpose  of  furnishing  printing,  binding,  stationery,  and  office 
supplies,  except  furniture,  as  required  by  many  of  the  organization 
units  of  the  City  of  Boston  and  County  of  Suffolk*   Blueprint  and 
mimeograph  work  is  not  performed  by  the  printing  department. 

The  department  is  under  the  direction  of  the  superinten- 
dent of  printing  who  is  appointed  by  the  mayor.   The  present  head-" 
quarters  of  the  department  are  located  at  lyif-  North  Street,  Boston, 
in  a  building  which  was  erected  in  1932.   The  total  assets  of  the 
department  have  been  reported  as  approximately/  ;J500,000,   The  sum 
of  about  v200,000  represents  cur-rent  assets  covering  such  items  as 
accounts  receivabl'^  and  inventories  of  supplies  and  materials  and 
the  balance,  or  '^^00,000,    represents  the  cost  of  such  items  as  the 
land,  building,  and  plant  and  cquipm^ent  less  reserves  for  deprecia- 
tion. 


As  of  January  11,  19^lQ,  the  department  was  staffed  with 
126  employes  of  whom  5  have  temporary  appointments.   At  the  rates 
of  com.pensation  on  this  date  the  annual  payroll  cost  of  the  depart- 
ment amounted  to  approximately  )li.25,O00. 

The  total  gross  sales  of  the  department  have  been  in- 
creasing steadily  from  about  „)[!.7''4,200  in  194^  ^o  approximately 
'''720,000  in  Ipli-Q*   Sales  of  printed  m.atter  have  accounted  for 
about  80  percent  of  total  gross  sales  with  the  balance  of  gross 
sales  about  equally  divided  between  office  supplies  and  postage,' 

Annual  financial  audits  of  the  printing  department  are' 
made  by  an  independent  certified  public  accountant,   on  the  basis 
of  these  audits  the  net  operating  losses  of  the  printing  department 
during  the  years  19^5,  19)1-6,  and  19),l7  were  )13 ,3Jil  *30,  ^31,5ll,70, 
and  •';>1 8, 390,14.7  respectively.   The  financial  operations  of  the  depart- 
ment during  19il-8  had  not  been  audited  at  the  time  this  report  was 
prepared. 


2 «   History  of  the  Printing  Department 

It  is  understood  that  the  position  of  superintendent  of 
printing  existed  and  was  filled  prior  to  the  time  the  printing 
department  was  formally  created  and  established  by  Chapter  31  of 
the  Revised  Ordinances  of  l893.   Before  the  passage  of  this  or- 
dinance, the  printing  requirements  of  the  City  were  supervised  by 
the  superintendent  of  printing  and  printed  matter  was  obtained  by 
contracting  with  outside  sources.   'lost  of  the  City's  printing  v/as 
said  to  have  been  done  by  one  outside  printer.   Ultimately,  this 
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printer  had  financial  difficulties  and  this  situation  served  to 
emphasize  the  complete  dependence  of  the  City  on  outside  sources 
for  supplying  its  printing  requirements.   This  experience  was  one 
of  the  major  factors  leading  to  the  establishment  and  operation  of 
a  City-ov^med  printing  plant. 

Prior  to  the  construction  of  the  present  departmental 
headquarters,  the  printing  plant  v/as  operated  at  various  addresses 
in  the  City,   Before  moving  into  the  new  building  the  departmental 
offices  v/ere  located  in  rented  premises  at  286  Congress  Street, 
Boston,  for  which  the  City  paid  an  annual  rental  of  about  .;13>^^0C). 
Chapter  30 >  Acts  of  1931 j  provided  that  the  City  could  acquire 
certain  lands  and  interests  not  needed  for  the  construction  of  a 
vehicular  tunnel  between  Boston  proper  and  East  Boston,   As  a 
result  of  this  specific  legislative  authority,  the  City  acquired 
land  at  17l|L  North  Street,  Boston  near  the  Sumner  Tunnel  adminis- 
tration building  at  the  western  entrance  to  the  Tunnel. 

In  1932,  a  substantial  fireproof  building  was  erected  on 
this  site  and  the  building  now  houses  all  the  equipment,  staff, 
and  stores  of  the  department.   Most  of  the  printing  equipm.ent  now 
in  use  had  been  purchased  before  102[|.  and  most  of  the  printing 
equipment  purchased  since  192i|  was  procured  before  1Qli.2. 

3 •   Functions  and  Activities 

The  printing  department  is  charged  with  the  duties  and 
responsibilities  of  supplying  all  printing,  binding,  stationery, 
and  office  supplies,  except  furniture,  used  by  any  board,  cnmmis- 
sion,  department,  or  other  agency  for  which  the  City  of  Boston  is 
required  by  law  to  furnish  such  supplies. 

Chapter  31*  Revised  Ordinances  of  I898,  has  defined  the 
terms  "printing,  binding,  and  stationery"  to  include: 

"...  all  engraving,  stereotyping,  electrotyping,  litho- 
graphing, photographing,  and  other  m.ethods  of  work  used  in 
illustrating  books,  so  far  as  the  same  are  to  be  applied  to 
any  documents  printed  for  or  by  the  city  government  or  any  of 
its  departments.   The  terms  'binding'  and  'stationery'  shall 
also  be  given  the  fullest  meaning," 

On  the  basis  of  these  definitions  and  apparent  intent  of 
the  ordinance,  the  printing  department  has  been  chs.rged  with  the 
duty  and  responsibility  of  puj^chasing  and  distributing  all  postage 
used  in  most  government  organization  units  of  the  City  of  Boston 
and  County  of 'Suffolk. 

It  is  also  specifically  provided  by  law  that  the  superin- 
tendent of  printing  is  charged  with  duties  and  responsibilities  for 
numbering  and  printing j  as  City  dociments,  copies  of  the  mayor's 
address,  department  reports,  and  such  other  matter  as  may  be  ordered 
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to  be  printed  in  the  form  of  a  City  docunent  by  the  coTincil  or 
mayor.   Special  doc^jments  shall,  from  timo  to  time,  be  printed  as 
directed  by  the  council  v/ith  the  approval  of  the  mayor. 

By  law,  it  is  further  provided  that  the  superintendent 
of  printing  shall,  v/henever  practicable,  standardize  all  such 
printing,  binding,  stationery,  and  other  office  supnlics. 

In  line  with  these  broad  functions  and  activities  assigned 
to,  and  engaged  in,  by  the  printing  department,  other  important 
auxiliary  functions  and  activities  of  the  department  have  been  es- 
tablished.  Such  auxiliary  or  subordinate  policies  and  practices 
considered  necessary  or  desirable  for  properly  implementing  the 
department's  bros.d  functions  and  activities  include  the  establish- 
ment and  operation  of  stockrooms  for  office  supplies  and  contract- 
ing directly  with  outside  sources  for  printing,  binding,  and  similar 
services  required  by  the  City  and  v/hich  cannot  be  performed  with 
the  equipment  in  the  printing  department. 

Comi-aont  on  som.e  of  these  functions  and  activities  is  made 
in  detail  elsewhere  in  this  report, 

h*      Organization  and  Staff 

^*   peneral:   Payroll  records  for  the  week  ending 
o'anuary  11,  19^9   show  that  126  positions  were  filled  in  the  printing 
department*   The  number  of  em^ployes  and  the  present  annual  rate  of 
expenditures  for  payrolls  for  tlic  week  ending  January  ll,-19li.9  are 
summarized  by  major  organization  units  within  the  department  as 
follows  ° 


IT  umber  of 

Annual  Payroll 

Employes 

Cost 

1 
9 

3k 
3 

:J   7,500 

23,820 
223,75t 

i|-5,256 

116,239 

7,766 

126 

■a-2l!.,365 

Superintendent's  office 

General  office 

Book  composing  room 

Job  composing  room 

Press  room 

Building  maintenance 

Totals 

It  is  reported  that  five  employes  are  temporary  appoint- 
ments of  which  four  are  copyholders  and  one  is  the  junior  messenger, 

IVith  some  exceptions,  the  supervisory  heads  of  the 
organization  units  within  the  department  have  appropriate  civil 
service  ratings  and  compensations  in  relation  to  other  employes 
assigned  to  those  organization  imits.   These  exceptions  are  discussed 
elsewhere  in  this  report  in  connection  with  the  organization  units 
involved. 
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b.   Plan,  of  Organization:   The  tabulation  presented 
below  shows  the  dotailud  organization  structure  of  the  department, 
the  number  of  emT^loyes  assigned  to  each  organization  miit,  and  the 
approximate  annual  payroll  cost  in  each  organization  unit,  as  of 
January  11,  19^9-   Indentations  shov;  approximate  lines  of  authority 


Or.ganization  Unit 

Office  of  the  superintendent  of  printing 


Number  of 
Employes 


General  Office 


Bookkeeping  and  postage  section 
Clerical- stenographic  section 
Personnel  record  section 
Telephone  service  section 
Office  supplies  section 
Printing  stock  section 

Book  Composing  Room 

Supervision  and  miscellaneous 
Composing  room 
Linotype  and  monotype  room 
Casting  room 
Proof  room 
Stoneman 

Job  Composing  Room 

Supervision 

Composing  room 

Press  Room 


Supervision 


Cylinder  press  room 

Job  press  room 

Cutting  and  binding  room 

Stockroom 

Shipping  room 


Building  Maintenance 


Totals 


1 
2 
1 
1 
2 
2 


3 
19 
20 

7 

15 

1 


1 
13 


2 

15 
8 

h 
1 

h 


Annual  Pay- 
roll  Cost 

5  7,500 


4,260 
1|.,200 
2,500 
2,]|00 
3,600 
6,860 


10,li.92 

69,139 

68,315 

2li,8ii8 

]io,891 

)4,060 


126 


^N 


i|,3l6 
];1,213 


8,89i| 
1|9,252 
29,575 
13,257 

3,719 
11,51^2 

7,786 
.^2i+,633 


The  basic  organization  structure  of  the  printing  depart- 
ment is  reasonably  satisfactory  and  the  major  organization  units 
have  been  sectionallzed  adequately  so  that  each  section  is  either 
exclusively  or  principally  concerned  v.'ith  certain  limited  types  of 
functions  and  activities.   However,  in  several  respects,  it  is 
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believed  that  some  improvenents  in  details  of  organization  structure 
can  be  made  as  described  elsewhere  ;' n  this  report  and  in  the 
follov/ing  paragraphs. 

Theoretically,  the  existing  plan  of  organization  results 
in  five  emplo3"es,  all  in  a  supervisory  capacity,  reporting  direct 
to  the  juperintendent  of  printing.   With  one  exception,  these 
supervisory  employes  are  responsible  for  the  immediate  overall 
direction  and  supervision  of  all  the  functions  and  activities  of 
one  of  the  five  major  organization  units  of  the  department  which 
include  the  book  com.posing  room,  job  composing  room,  press  room, 
general  office,  and  building  maintenance.   This  limited  number  of 
supervisory  employes  reporting  direct  to  the  superintendent  is  con- 
sidered satisfactory.   However,  there  appears  to  be  divided  day- 
to-day  authority  supervision,  and  lines  of  responsibility  with 
respect  to  the  employes  staffing  the  general  office;   So  far  as  it 
can  be  ascertained,  some  employes  report  direct  to  the  superinten- 
dent of  printing  such  as  the  employes  of  the  printing  stock  section 
and  the  personnel  record  section.   In  most  instances  the  other 
employes  of  the  general  office  ro^oort  to  the  bookkeeper  who,  in 
turn,  reports  to  the  superintendent.   However,  even  in  the  case  of 
employes  supposedly  under  the  im.modiate  direction  and  supervision 
of  the  bookkeeper  there  arc  Indications  that  they  report  direct  to 
the  superintendent  with  reforonce  to  the  discha.rge  of  some  of  their 
assigned  duties  and  responsibilities, 

Tlieref  ore ,  on  the  basis  of  reports  of  officials  and  em- 
ployes of  the  department,  the  number  of  employes  reporting  direct 
to  the  superintendent  of  printing  is  really  eight  or  more  rather 
than  five,  v/hich  reduces  the  effectiveness  of,  and  benefits  to  be 
gained  from  the  basic  plan  of  organization. 

It  is  believed  that  a  position  should  be  established  and 
filled  in  the  general  office  to  which  is  assigned  adequate,  un- 
divided authority  for  the  proper  discliarge  of  duties  and  responsi- 
bilities of  the  entire  staff  of  the  general  office.   The  incumbent 
of  such  a  position  should  report  direct  to  the  superintendent  of 
printing  with  respect  to  all  operations  of  the  general  office. 
This  organization  plan  for  the  general  office  would  be  consistent 
with  supervisory  positions  and  lines  of  authority  and  responsibility 
established  for  other  major  organization  units  of  the  printing 
department, 

c,   Recom?.-riended  Organization  Structure:   On  the  basis  of 
the  analysis  and  recommendations  made  with  respect  to  the  present 
plan  of  organization,  a  recommended  plan  of  organization  of  the 
department  f  ollov/s  : 

Superintendent  of  printing 

Foreman  (book  composing  room) 
Foreman  ( job  composing  room) 
Foreman  (press  room) 
Chief  clerk  (general  office) 
Custodian  (building  maintenance) 
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Thc  titles  of  "chief  clerk"  ?,nd.    "custodian"  for  suDer- 
visory  positions  in  the  general  office  and  buildinf^  maintenanco 
organization  units  are  used  for  descriptive  purposes  only  and  are 
not  intended  as  specific  recorn^nendations  for  the  reclassification 
of  existing  or  similar  positions  as  this  subject  is  considered 
beyond  the  scope  of  this  report. 

5.   Office  of  the  Superintendent  of  Printin.fi; 

The  print in'j^  department  is  headed  by  a  superintendent 
of  printing  Vv'ho  is  appointed  by  the  mayor,  ¥/ithout  confirmation 
by  the  City  council,  for  the  term  of  four  years  beginning  the  first 
day  of  May  in  the  year  of  appointment. 

As  of  January  11,  19k9   the  staff  of  the  office  of  the 
superintendent  of  printing  v/as  as  follov/s: 

Nuj-nber  of   Rate  of  Pay     Annual  Pay- 
Position  E-'ir)loyes   Weekly   Annual   roll  Cost 

Superintendent  of  printing      1      ;5li|3.8l|.,  07,5^0    -;>7,500 


Stenographic  and  clerical  v/ork  required  by  the  superin- 
tendent is  performed  by  employes  of  the  clerical-stenographic 
section  of  the  general  office  and,  therefore,  no  other  staff  is 
assigned  full-time  to  the  superintendent's  office.   Apparently  the 
need  for  such  staff  assistance  is  insufficient  to  v«,'arrant  permanent 
assignment. 


< 


6.   General  Office 


C--  • 


General :   'The  staff  of  the  general  office  handles 
all  department  billing,  accounting,  recordkeeping,  procurement, 
routing  of  stationery  and  printing  requisitions,  operation  of 
office  supplies  and  postage  stores,  and  other  commercial  work 
except  the  collection  of  bills  covering  sales  of  printing,  office 
supplies,  postage,  steam,  and  the  like,  to  the  various  using  Oity 
of  Boston  and  County  of  Suffolk  organization  units.   Such  bills 
are  collected  through  the  collecting  department.   The  auditing  of 
accounts  is  perform.ed  by  outside  certified  public  accountants  under 
the  auspices  of  the  City  auditor's  office. 

As  of  January  11,  IQIlO,  the  organization,  staff,  and  com- 
pensation of  employes  in  the  general  office  were  approximately  as 
f  ollov.'s : 
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Organization  Unit 
and  Position 

EookkoeDinp;   and  postaf:re    section 

III  -   ''   '' "  '    '   -  ' ' « ' 

Bookkeeper 
Cl6rical"Stonop;raphic  section 

Clerk 

Clerk-- typist 

Personnel  record  section' 

^■«  11  Ml-  I  <1im   ■    Ill-Ill^-   '  -i    ■     ■■■■!»   !■  Ill*   ■>   ■■■   I^H^I^MIIHTIIII— ■■*■ 

Clerk-assistent  bookkeeper 

Telephone  service  section 

Clork-telephono  operator 

Office  supplies  section 

Clerk 

Junior  messenger 

Printing   stock   section 

Stockman 

Assistant  stockman 

Totals 


NuT^ber   of 
EmnloyeR 

■  I  H'  I  '■  w     "III  if'    II    i-mt 


1 
1 


I 


1 
1 

9 


Rate  of  Pay 
Weekly  Annual 


31.70 
49  •  86 


Annual  Pay- 
roll Cost 


1^81.70   ''11,250    ^;i^U,260 


Ii.6.03    2,[|.00 
3'!..  52    1,000 


1-1-7.95   2,500 


lj.6.03    2,ij.OO 


2,li00 
1,200 


2,600 


2,1lOO 
1,800 


2,500 


2,1|00 


2,1|00 
1,200 


k,260  li.,260 


2,60 


c'l«o  -2  n 


;?23,^20 


As  discussed  briefly  elsewhere  in  this  report,  no  in- 
dividual has  been  assigned  permanently  the  necessary  authority, 
duties,  and  responsibilities  for  the  immediate  overall  direction 
and  supervision  of  the  functions  and  activities  of  the  general 
office.   Of  the  major  organization  units  in  the  department,  this 
is  the  only  one  where  there  appears  to  be  divided  authority  in 
the  supervision  and  direction  of  day-to-day  activities.   Most  other 
major  organization  units  arc  headed  by  forem.en  or  other  recognized 
heads  with  whom  the  superintendent  deals  and  holds  accountable  for 
all  the  operations  of  those  units.   Inquiry  of  members  of  the  staff 
of  the  general  office  apparently  substantiates  this  finding. 

Based  on  day-to-day  contacts,  instructions,  and  recognized 
lines  of  authority,  there  arc  indications  that  employes  of  the 
printing  stock  section,  particularly,  are  considered  to  be  under 
the  imiTiediate  direction  and  supervision  of  the  bookkeeper.   However, 
it  has  been  established  that  many  m.atters  of  policy,  procedure,  and 
administrative  action  are  frequently  handled  by  the  superintendent 
direct  m.th  the  employe  or  section  concerned.   Host  special  assign- 
ments and  temporary  transfer  of  staff  members  as  a  result  of 
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absences  of  employes  are  deter^.ined  and  made  by  the  superintendent. 
In  fact,  there  appear  to  be  ^nany  matters  of  general  office  opera- 
tions v;ith  respect  to  v;hich  there  is  divided  authority  and  knov/- 
ledge  such  as  policies  and  practices  with  respect  to  procurement, 
inventories,  pricing  invoices,  sick  leave,  and  the  like. 

As  discussed  elsev/here  in  this  report,  in  connection 
vd.th  the  general  plan  of  organization  in  the  department,  there 
should  be  established  and  filled  the  position  of  chief  clerk  or 
similar  title  to  v;hich  position  v/ould  be  assigned  the  necessary 
authority,  duty,  and  responsibility  for  the  immediate  overall 
direction  and  supervision  of  the  general  office.   The  incumbent 
would  be  accountable  direct  to  the  superintendent  of  printing  with 
respect  to  all  operations  in  the  general  office.   The  proposed 
organization  plan  for  the  general  office  should  serve  to  relieve 
the  superintendent  of  printing  of  considerable  detail  work  thereby 
giving  him  more  time  to  handle  the  broader  administrative  problems 
of  the  department, 

b.  Bookkeeping  Section:   The  employe  assigned  to  the 
bookkeeping  section  is  responsible  for  maintaining  the  accounting 
records  of  the  department,  directing  the  preparation  of  drafts  to 
the  city  auditor  for  payment  of  obligations  incurred  by  the  depart- 
ment v/ith  respect  to  various  appropriations,  issuing  encumbei'ing 
orders  covering  sales  of  postage,  arranging  charges  for  billings 
and  the  preparation  of  invoices,  and  the  like.   Subject  to  some 
divided  authority  and  responsibility  as  discussed  elsev/hore  in 
this  report,  the  bookkeeper  supervises  a  substantial  portion  of  the 
clerical  and  stenographic  work  performed  in  the  general  office. 

The  present  incumbent  of  the  position  has  spent  many 
years  in  the  accounting  department  and,  on  the  basis  of  this  prior 
knowledge  and  experience,  appears  to  be  performing  his  duties  in 
a  conscientious  and  competent  manner  within  the  scope  of  his 
authority  and  subject  to  policies  and  practices  of  financial  ad- 
ministration established  and  put  into  effect  by  higher  authority. 
Recommendations  and  suggestions  with  respect  to  the  financial  ad- 
ministration of  the  department  are  discussed  in  detail  elsewhere  in 
this  report, 

c.  Clerical-Stenographic  Section :   The  employes  of  the 

--   ---   --   -  ..  -  -        - es 

relating  to  the  operations  in  the  superintendent's  office.   Other 
duties  performed  by  the  employes  of  this  section  includes 

(1)  Preparing  v;ork  tickets,  printing  job  cost  cards, 
and  encumbering  orders  on  requisitions  received  by  the  depart- 
ment for  printed  matter, 

(2)  Keeping  index  records  for  all  printing  job  requi- 
sitions received. 
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(3)   Maintaining  card  files  showin.v  the  purchase  cost  of 
all  printing  pa^er  carried  in  stock  or  received  on  special 
order  to  complete  requisitions  for  printing-, 

(Ij.)   Checking  invoices  received  fro^  outside  suppliers 
with  respect  to  quantities  of  supplies  received  and  extensions 
of  prices. 

(5)  Entering  prices  of  invoices  received  from  outside 
suppliers  on  appropriate  printing  job  cost  cards* 

(6)  Computing  cost  of  labor  and  materials  on  all  print- 
ing job  cost  cards. 

(7)  Typing  all  bills  receivable  for  all  office  supplies, 
postage,  and  printed  matter  delivered  by  tho  printing  depart- 
ment • 

(8)  Preparing  schedules  of  bills  receivable  for  routing 
to  the  City  auditing  and  collecting  departments* 

In  addition  to  the  duties  outlined  above,  the  members  of 
this  organization  unit  assist  the  bookkeeper  in  his  duties  as  neces- 
sary. 

d«   Personnel  Records  Sectiono   The  employe  of  the  per- 
sonnel records  section  is  responsible  for  maintaining  records  on 
all  employes  of  the  department  including  such  matters  as  vacation 
and  sick  leave  allowances,  attendance  payrolls,  time  records  of 
the  production  forces,  dates  and  titles  of  civil  service  appoint- 
ments, and  salaries.   In  addition,  it  is  the  responsibility  of  this 
employe  to  post  daily  time  reports  of  production  employes  to  the 
printing  job  cost  cards.   In  the  absence  of  the  bookkeeper,  the 
clerk  of  this  section  substitutes  in  the  performance  of  duties  as- 
signed to  the  bookkeeper, 

e.   Telephone  Service  Section'   The  employe  of  the  tele- 
phone sY/itchboard  section  is  charged  prim.arily  with  the  duty  of 
operating  the  department's  telephone  switchboard  through  which  a 
considerable  number  of  outside  and  intradepartment  calls  are  routed 
daily.   In  addition,  other  duties  assigned  to  this  employe  include: 

(1)  Adding  production  employes'  time  on  the  printing 
job  cost  cards • 

(2)  Keeping  cumulative  records  of  production  by  employes 
in  such  organization  units  in  the  department  directly  engaged 
in  production  such  as  t]ic  linotype,  monotype,  and  casting 
rooms  as  obtained  from  daily  production  reports. 

(3)  Checking  billed  jobs  against  the "production  index 
register  noting  payments  and  delinquencies, 

(ij.)   Addressing  envelopes  for  mailing  or  routing  monthly 
bills. 


■    ....  J.   ...^    .1  ■*   .   \  X       V 


f'.  .. 


*      \ 


'  -. 


i   .: 
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^-   Office  Supplies  Section:   The  clerk  of  tlic  office 
supplies  section  is  responsible  for  such  activities  as: 

(1)  Preparing  and  issuing  all  orders  for  office  supplies 
to  the  printing  department's  stockrooms  or  to  outside  suppliers 
as  required  on  requisitions  received  from  the  various  City  and 
Suffolk  County  officials  and  organization  units; 

(2)  Posting  deliveries  of  office  supplies  to  the  printing 
department's  stockrooms  and  prices  to  inventory  and  price 
record  cards  maintained  with  respect  to  stocked  articles, 

(3)  Extending  purchase  costs  and  department  charges  on 
billing  forms  covering  office  supplies  furnished  by  the  print- 
ing department, 

(!{.)  Preparing  and  issuing  encumbering  orders,  under  the 
direction  of  the  bookkeeper,  with  respect  to  all  billings  for 
office  supplies  delivered, 

(5)   Answering  telephone  inquiries  v/ith  respect  to  re- 
quisitions or  orders  for  office  supplies. 

g.   Printing  Stock  Section:   The  employes  of  the  printing 
stock  section  are  concerned  primarily  v/ith  fLinctions  and  activities 
involved  in  the  initial  phases  of  printing  production.   The  major 
duties  of  the  stockman  include: 

(1)  Editing  requisitions  for  printing,, 

(2)  Determining,  with  the  approval  of  the  superintendent 
of  printing,  v/hether  the  requisitioned  printing  will  be  done 
by  the  department  or  hj    outside  sources, 

(3)  Determining  the  kind,  weight,  size,  and  availability 
of  stock  to  be  used  on  each  printing  job  and  entering  this 
information  on  the  work  ticket. 

(I|.)   Preparing  and  issuing  orders  on  outside  suppliers 
for  printing  or  other  allied  work  to  be  performed  against 
requisitions  received. 


(5)   Drafting  ruled  forms  and  sending  such  drafts  and 
covering  orders  to  outside  suppliers. 


(6)  Preparing  and  issuing  orders  for  printing  stock  and 
maintaining  adequate  supplies  on  hand  of  such  stocks, 

(7)  Ansv/ering  telephone  inquiries  regarding  requisitions 
and  printing  orders, 

(8)  Following  up  work  in  process. 
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in addition,  it  is  the  duty  of  the  stockraan  to  coine  to 
the  office  approximately  a  half  hour  in  advance  of  the  regular 
opening  hour  for  the  purpose  of  answerinf;  telephone  calls  and  for 
opening  and  distribi.iting  the  mail.   This  arrange-^ent  is  considered 
desirable  by  officials  of  the  department,  particularly  for  render- 
ing service  to  those  City  and  County  offices  v.^iiich  open  for  business 
prior  to  9:00  a.m. 

The  assistant  stoclrman,  working  under  the  general 
direction  and  supervision  of  the  stock^nan,  is  charged  with  duties 
which  include  looking  up  references  on  all  printing  jobs  in  the 
files  maintained  of  work  performed  in  previous  years;  issuing 
cutting  slips  for  the  cutting  of  paper  stock  londer  the  direction 
of,  and  as  determined  by,  the  stockman;  maintaining  printing  card 
and  job  ticket  files;  and  performing  messenger  service  to  the 
various  printing  v/orkroom^s  of  the  department.   Usually,  the  assistant 
stockman  selects,  packages,  and  arranges  the  delivery  of  office 
supplies  requisitioned  from  stocks   The  volume  of  requisitions  for 
office  supplies  and  deliveries  from  stock  are  insufficient  to  re- 
quire the  full-time  assignment  of  an  employe  to  these  stockrooms; 

7,   Book  Composing  Room 

a»-   General:   The  staff  of  the  book  composing  room  is 
primarily  concerned  with  the  preparation  of  type  for  pamphlets, 
reports,  and  book  work  involving  folded  sheets  and,  therefore,  the 
larger  settings  of  type.   It  is  estimated  that  about  65  percent  of 
the  total  printing  work  of  the  department  by  value  is  assigned  to 
this  organization  unit  for  comjjosing.   With  a  staff  of  65  employes, 
the  book  composing  room  is  the  largest  organization  unit  in  the 
department.   However,  the  functions  and  activities  of  such  smaller 
organization  units  in  the  book  com.posing  room  as  the  linotype  and 
monotype  room,  casting  room,  and  the  proof  room,  include  the  per-^ 
formance  of  some  services  necessary  to  the  work  of  the  job  compos- 
ing room,  v/hich  are  described  elsewhere  in  this  report.   It  is 
reported  that  about  9^   percent  of  the  work  of  type-setting  for  work 
assigned  directly  to  the  book  composing  room  involves  hand  compos- 
ing or  type-setting  as  a  result  of  which  proportionately  less  use 
is  made  of  such  services  in  the  book  composing  room  as  linotyping,, 
monotyping,  castinfT,  and  proofreading-^    Furthermore,  the  com- 
positors permanently  assigned  to  the  book  composing  room  and  to  the 
job  composing  room  frequently  do  work  for  either  of  these  organi- 
zation units  as  the  volume  of  work  requires*' 

As  of  Januar^r  11,  19l\.9 ,    the  organization,  staff,  and 
annual  payroll  cost  of  the  employes  assigned  to  the  book  composing 
room  v/ere  approximately  as  follows: 
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Organi nation   TTnit 
and   Position 

Foreman 

Assistant  foreman 
Errand  boy 

Composing;  room 

Compositor 
Compositor 
Compositor 
Compositor 

Apprentice  compositor 
Apprentice  com.positor 

Linotype  and  monotype  room 

Foreman 

Monotype  operator 
Linotype  operator 
Monotype  apprentice 
Monotype  apprentice 
Monotype  P-pprcntice 
Monotype  apprentice 
Linotype  apr)r entice 


N Timber  of 
Emr)loyes 

1 
1 
1 


1 
1 
1 
ill 
1 
1 


Rate    of    Pay 
Weekly     Annual 


^87.5:0 
82,7a 


77.25 
76.25 
.75.25 
74.25 
37.12 
25.00 


■:|j.,578 

4,316 
1,598 


Li.,017 

3,065 

3,913 

3,861 

1,930 
1 ,  260 


Annual  Pay- 
roll  Cost 

t^,578 
i4,3l6 
1,598 


4,017 
3,913 

1,930 
1,260 


1 

82.7s 

l!-,3l6 

,4,313 
42,471 

11 

7I1.25 

3,816 

2 

7IJ-.25 

3,316 

7,632 

1 

59.  ij-O 

43,26 

3,033 

3,088 

2 

2 ,  509 

5,018 

1 

1I0.83 

2,123 

2,123 

1 

37.12 

1,930 

1,930 

1 

33. UO 

1,737 

1,737 

Castinf^  room 

Foreman  caster 

Assistant  caster 

Monotype  caster 
Monotype  caster 
Apprentice  caster 

Proof  room. 

Proofreader  (acting  head) 
Proofreader 
Copyholder 
Apprentice  copyholder 

Stoneman 


1 

82.78 

1 

7if..25 

3 

7)1.2^ 

60 ,  74 

1 

1 

37.12 

h,3i6 
3 ,  861 
3,861 
3,153 
1,030 


1 

74.25 

3,861 

6 

7U.25 

3,861 

7 

i49.26 

2,562 

1 

37.12 

1,930 

76.25     ij-,069 


a,31'J 
3,861 

11,533 
3,153 
1,930 


3,861 
23,166 

17,93i|- 
1,930 

^4,069 


Totals 


6^ 


fp223,754 
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t) 


The  composing  room  does  not  have  a  supervisory  employe 
permanently  assigned  to  it  as  in  the  case  of  the  linotype  and  mono- 
type room  and  the  casting  room,-  It  is  reported  that  the  foreman 
and  assistant  foreman  spend  a  considerable  portion  of  their  time  in 
composing  operations  •■   It  is  recommended  that  a  nev,'  position  be 
created  to  supervise  the  work  of  the  composing  room. 

The  stoneman  is  not  a  lone  operating  employe  as  the 
tabulation  might  seem  to  indicate.   He  possesses  specialized  skill 
and  is  responsible  for  limiited  types  of  functions  and  activities 
discussed  elsewhere  in  this  report.   Plis  functions  and  activities 
require  assistance  of  others  intermittently  and  such  assistance  is 


duties,  responsibilities,  and  supervisory  functions, 

■  The  foreman  and  assistant  foreman  of  the  book  compos in[^ 
room  provide  the  overall  direction  and  supervision  of  the  65  other 
employes  assigned  to  the  various  organization  units  making  up  the 
book  composing  room;   These  supervisory  employes  are  responsible 
to  the  superintendent  of  printings   Their  duties  and  responsibili- 
ties include  such  matters  as  dotermdning  whether  the  type  for  matter 
to  be  printed  will  be  nrepared  on  the  linotype  or  monotype  machines, 
scheduling  -nroduction,  assigning  employes  to  jobs,  and  seeing  to 
the  general  administration  of  the  operations  of  the  book  composing 
room.   Their  duties  and  responsibilities  with  respect  to  general 
administration  include  the  approval  of  time  and  attendance  records, 
production  reports,  and  overall  coordination  v/ith  the  operations 
conducted  in  other  organization  lonits  of  the  department, 

b*   Composing  Room:   The  employes  of  the  composing  room, 
under  the  direction  and  supervision  of  the  foreman  and  assistant 
foreman  of  the  entire  book  composing  room,  are  charged  v/ith  the 
exclusive  duty  and  responsibility  with  respect  to  correcting  type 
prepared  in  the  book  composing  room.   In  contrast  with  the  com- 
positors assigned  to  the  job  composing  room,  who  set  the  majority 
of  type  by  hand,  the  com.positors  of  the  book  composing  room  are 
primarily  concerned  with  correcting  type  v/hich  has  been  prepared 
and  set  by  machine  in  the  linotype  and  monotype  room  and  in  the 
casting  room  i      Corrections  to  be  made  in  type-settings  usually 
are  indicated  by  the  proofreaders  on  the  galley  proofs. 

Following  the  correction  of  type,  the  com.positors  are 
charged  with  duties  of  preparing  new  or  revised  proofs  for  the 
review  and  approval  of  the  foreman  or  assistant  foreman  of  the  book 
composing  roomv   Another  important  duty  of  com.positors  is  to  assist 
the  stoneman  in  locking  up  type  into  proper  page  size,  sequence, 
and  spacing,  together  with  the  preparation  of  now  proofs  for  approval 
of  the  supervisory  staff  prior  to  press  runs. 
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Follov/ing  the  preparation  of  the  printed  matter,  the 
compositors  break  up  the  type  which  is  not  to  be  retained  and 
stored  intact  for  future  use  and  the  dismantled  type  plates  are 
returned  to  the  casting  room  for  melting  and  recasting  of  the  lead. 

c.  Linotype  and  T'^onotype  Rooms  i      The  linotype  and  mono- 
type room  is  considered  a  single  organization  unit  although 
sepa.rate  locations  have  been  assigned  to  linotyping  and  monotyping 
equipment  and  activities.   Under  the  direction  and  supervision  of 
a  v/orking  foreman,  the  employes  of  the  linotype  and  monotype  room 
operate  the  linotype  and  monotype  machines  for  the  preparation  of 
type  from  copy  assigned  to  the  book  composing  room. 

The  department  is  equipped  with  three  linotype  machines 
which  produce  castings  or  slugs,  each  of  which  corresponds  to  a 
line  of  separate  type.   These  linotype  machines  are  relatively  old 
inasmuch  as  they  were  pTirchased  prior  to  lQ2l.;..   Linotype  is  general- 
ly used  by  the  department  to  prepare  type  for  other  than  printed 
matter  requiring  large  plates  of  type. 

The  department  has  l6  monotype  machines  v'hich  are  key- 
board machines  designed  to  perforate  rolls  of  paper.   These  per- 
forated rolls  of  paper  are  routed  to  the  casting  room  where  they 
are  inserted  on  casting  m.achines.   The  casting  machines  cast  type 
and  set  them  in  predetermined  lines  as  specified  by  the  perforated 
rolls.   As  determined  from  the  records  of  the  department  all  but 
one  of  the  monotype  keyboard  machines  were  purchased  prior  to  192li., 
One  machine  v;as  purchased  in  1931.   l-onotype  is  employed  by  the 
department  when  the  copy  requires  large  plates  of  tyne  for  pamphlets, 
books,  annual  reports,  and  when  considerable  tabulating  is  involved. 

The  great  prepondcrcance  of  monotype  machines  rather  than 
linotype  machines  is  indicative  of  the  type  and  volume  of  work 
handled  most  by  the  book  composing  room, 

d.  Casting  Room:   Under  the  direction  of  a  working  fore- 
man, the  employes  of  the  casting  room  are  responsible  for  the  m.elt- 
ing  of  lead  and  the.  operation  of  the  monotype  casting  machines 
v»rhich  cast  and  arrange  type  in  accordance  with  the  perforated  rolls 
of  paper  secured  from  the  monotype  koj^-board  machines.   In  this  room 
is  also  housed  and  maintained  an  air  compressor  which  supplies  air 
to  the  various  automatic  feeds  and  other  devices  on  the  presses. 

There  are  10  monotype  casting  machines  to  supr>lement  the 
l[|.  monot;>'pe  keyboard  machines.   Seven  of  the  casting  machines  were 
purchased  prior  to  192[j.,  tv/o  in  1925,  and  one  in  1930.   The  half- 
ton  furnace  employed  for  molting  lead  stock  was  purchased  in  1925 
and  is  gas-fired  as  are  the  casting  and  linotype  machines  to  keep 
the  lead  in  a  molten  state. 

One  employe,  currently  classified  as  a  metal  melter,  is 
considered  head  of  the  building  maintenance  lonit.  It  is  reported 
that  building  maintenance  v/ork  consum.es  over  80  percent  of  his 
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time.  On  the  basis  of  current  operations,  it  appears  that  a  full- 
time  metal  melter  is  not  required  in  the  casting  room.  For  the 
reasons  given,  the  position  of  this  em.ploye  v;as  tabulated  lender 
the  head  of  the  building  maintenance  rather  than  as  a  member  of 
the  staff  of  the  casting  room*  A  recommendation  with  respect  to  the 
reclassification  of  this  employe  is  discussed  elsewhere  in  this 
report  in  connection  with  the  building  maintenance  imit, 

^'   Proof  Room;   The  employes  of  the  proof  room  are 
classified  either  as  proofreaders  or  copyholders-.   Generally,  it 
is  necessary  for  the  employes  to  work  in  teams  of  one  proofreader 
who  corrects  proofs  in  accordance  v/ith  errors  discovered  in  the 
reading  aloud  of  copy  by  the  copyholder. 


One  of  the  proof res.ders  has  been  assigned  to  provide  the 
i^-imediate  overall  direction  and  supervision  of  the  other  llj.  employes 
assigned  to  the  proof  room.   However,  neither  the  title  nor  the 
compensation  of  this  supervisory  employe  is  considered  to  reflect 
appropriately  the  added  duties  and  responsibilities  of  the  position 
in  relation  to  the  other  employes  of  this  organization  unit. 

It  is  recom?'nended  that  the  superintendent  of  printing 
take  the  initiative  to  have  the  title  and  compensation  of  this 
position  adjusted  to  correspond  more  accurately  with  the  actual 
operating  conditions,  duties,  responsibilities,  and  organization 
plan  in  the  proof  room, 

8,   Job  Composing  Room 

The  employes  of  the  lob  composing  room  are  assigned,  to 
do  the  work  of  composing  type  for  what  is  commonly  called  "com- 
mercia.l''  printing.   This  term  usually  includes  such  work  as  letter- 
heads, forms,  circulars,  and  envelopes.   Some  work  is  done  in  the 
classification  of  folded  circulars  or  pamphlets.   Generally,  the 
work  performed  in  the  job  composing  room  can  be  classified  further 
as  involving  short  runs,  small  quantities,  and  brief  copy. 

The  major  portion  of  the  type-setting  work  in  this  unit 
is  performed  by  hand.   For  this  reason,  the  job  composing  room  has 
its  own  staff  of  compositors  who  are  directed  and  supervised  by  a 
foreman.   In  most  cases,  the  individual  tj^pes  have  been  precast  in 
quantity  by  the  casting  room  of  the  book  composing  room  and  ar- 
ranged in  bins  for  accessability  and  storage.   Also,  it  is  the  duty 
of  these  compositors  to  break  do\iTi  and  redistribute  typo  after  use 
and  to  measure  samples  of  copy  for  the  adjustment  of  typo  in  lines 
to  conform  with  copy  or  other  instructions. 


As  mentioned  elsewhere  in  this  report  the  job  composing 
room  staff  is  responsible  for  setting  about  35  percent  of  the  type 
used  in  the  department.   In  order  to  avoid  duplication  of  staffs 
and  services,  to  the  extent  practicable,  the  job  composing  room 
utilizes  the  staff  permanently  assigned  to  the  book  composing  room 
for  such  work  as  type -casting,  proofreading,  locking  up  type  for 
printing,  and  the  like. 
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As  of  January  11,  Ipll-^,  the  orp-anizatinn,  staff,  and 
annual  payroll  cost  of   the  cmplo:vCs  assigned  to  the  job-composing 
room  v/ere  approximately  as  follows: 


Position 

Foreman 

Compositor 

Apprentice  compositor 
Apprentice  compositor 
Apprentice  compositor 

Totals 


Number  of 
Employes 

1 
8 
1 

3 

1 

Ik 


Rate 
Weekly 

$82.78 
74.25 

37.12 
29.70 


of  Pay 
Annual 


.".1 


3,016 
3,088 
1,930 

i,5U4 


Annual  Pay- 
roll Cost 


A 


ij.,3l6 
30,528 
3,088 


5,7?p 


1,51]-^ 


a5,266 


9.   Press  Room 


a.  General: 


The  principal  fimctions  and  activities  of 
roc  Give  all  typo  settings  prepared  in  the 
j"*b  composing  rooms;  set  v.v   and  operate  the  printing  presses; 


room  are  to 


the  press 

book  or 

cut,  bind,  fold,  or  othcrv/ise  arrange  the  printed  matter  from  the 

presses;  and  pack  and  ship  the  printed  matter  as  directed  by  the 

requisitions  for  printing. 


With  a  staff  of  3^-1-  e-nploy/os,  the  press  room  is  the  second 
largest  organization  unit  of  the  department,  and  its  staffing  and 
organization  pattern  is  comparable  to  that  of  the  book  composing 
room.   Because  of  the  number  of  employes  and  the  diversification  of 
functions  and  activities  involved,  there  is  also  a  supervisory 
staff  comparable  in  size  and  organization  with  that  found  in  the 
book  composing  room. 

As  of  January  11,  19^9,  the  organization,  staff  and  annual 
]%ayroll  cost  of  the  employes  assigned  to  the  press  room  were  a.p- 
proximately  as  follows: 


Organization  unit 
and  Position 

Number  of 
Employes 

Rate 

IVeekl:/ 

of  Pay 
Annual 

Annual  Pay- 
roll Cost 

Foreman 

Assistant  foreman 

• 

1 
1 

787.80 
82.73 

ft, 578 
l-)-,3l6 

ft  4,578 
4,316 

Cylinder  Press  Room 

Cylinder  pressman  5 

Cylinder  pre ssf coder  1 
Cylinder  pressfeeder  6 
Apprentice  cylinder  pressman  2 
Apprentice  cylinder  pressman  1 


73.1^1; 
67.56 
64.80 

5|i.23 
24.70 


3,719 
3,513 
3,370 

2,320 
1,234 


18,595 
3,513 

20,220 
5,64p 
1,284 
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Organization  unit 

and  Position  (Continued ) 

Job  Press  Room 


Uuinber  of 
EmploYes 

-1.^.    I-*!*.*    ■         liiVi*        ■•■■III—  ^ 


Job  pressman  (loader)  1 

Job  pressman  1 

Job  pressman  6 

Cuttin.p;  and  Bindinf-';  Room 

Cutter  '  1 

Cutter  and  sheet  stockman  1 

Bookbinder  1 

Apprentice  1 

Stockroom 

Sheet    stockman  1 

Shipping   Room 


Rate    of    Pay       Annual    Pay- 
V/eekly     Annual      roll   Cost 


780.00 

73J14 
69.55 


73.il-U 
73- ill 
1|.0.1lO 


:;ii-,i6o 
3,719 

3,616 


73.l!-If       3,719 
3,719 


3,719 
2,100 


73*U(-       3,719 


;  i|,l60 

3,719 
21,696 


3,719 
3,719 

3,719 
2,100 


3,719 


Shipper 

Truck   chauffeur 

Chauffeur -laborer 


Totals  2>h 


1 

66.7i| 

3,k70 

3,l|7p 

2 

53. U2 

2,777 

^.S^h 

1 

kQ.k2 

2,518 

2,510 

$116,230 


Each  of  the  organization  units  within  the  press  room,  has 
a  foreman,  supervisor,  or  leader,  v/ho  reports  direct  to  the  press 
room  foreman  or  assistant  foreman.   The  assistant  foreman  is  a  work- 
ing foreman  and  devotes  the  greater  portion  of  his  time  in  directing 
and  supervising  the  operations  of  the  cylinder  presses  which  rep- 
resent the  greatest  proportion  of  presr^  room  equipm.ent. 


b. 


C_2;linder 


Press 


Room: 


The  cylinder  press  room  contains 
eight  presses.   Seven  of  these  presses  v/ere  purchased  prior  to  192l|. 
and  one  was  purchased  in  193*^.   The  newest  addition  is  the  only 
press  with  automatic  feed.   These  presses  range  in  capacity  from  20 "x 
23"  to  36"  X  i|.8".   The  presses  in  the  cylinder  press  room,  usually 
are  used  to  do  book  work  involving  larger  plates  as  required  for 
printing  several  pages  of  books  or  pam.phlets  simultaneously  or 
poster  and  sign  work  too  large  for  the  job  presses. 


Generally,  a  crew  of  tv;o  is  required 
cylinder  presses  excepting  the  one  with  automa 
Such  crews  consist  of  a  pressman  and  a  pressfe 
pressf eeders ,  the  pressmen  are  responsible  for 
ing  type  set-ups  or  plates  into  position  in  th 
vising  the  operation  of  the  presses;  making  ad 
ses  to  produce  properly  printed  matter,  includ 
mixes  of  colors;  and  the  like.   In  the  operati 


to  operate  the  large 
tic  feed  equipment, 
eder.   Assisted  by 

setting  up  and  lock- 
e  presses;  super- 
justments  of  the  pros* 
ing  registers  and 
on  of  manually  fed 
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cylinder  presses  the  pressfeeders  are  responsible  for  supplying 
sheets  and  feedinp:  them  to  the  presses  as  well  as  for  removing  and 
stacking  the  printed  sheets  for  further  processing* 

V/ith  a  staff  of  eight  pressmen  and  seven  pressfeeders  to 
operate  seven  hand-fed  presses  and  one  automatic-feed  press,  it  is 
considered  that  an  appropriate  number  of  employes  have  been  assigned 
to  this  organization  unit, 

^»   Job  Press  Room.:   The  job  press  room  contains  nine 
presses  of  vai'ious  types.   Five  of  these  presses  were  purchased 
prior  to  192i(.  and  the  balance  were  procuj^ed  at  various  times  bot?/oen 
1932  and  19Ui»   1^^  jo^  presses  have  a  range  of  capacity  from  about 
10"  X  l5"  to  13"  X  19".   One  very  old  press  is  used  principally  for 
the  printing  of  envelopes.   The  capacity  of  job  presses  and  the 
relative  ease  of  set-up  makes  them  particularly  suitable  for  smaller 
printed  m.atter  and  short-run  v/ork, 

V/ith  eight  pressmen  assigned  to  operate  eight  presses, 
one  of  whom  acts  as  leader  of  the  staff,  it  appears  that  an  ap- 
propriate staff  has  been  assigned  to  this  organization  unit, 

d.  Cutting  and  Binding  Rooi^ts  ;  The  cutting  and  binding 
room  is  considered  a  single  organization  unit,  although  separate 
but  adjacent  locations  have  been  assigned  to  cutting  and  binding 
equipment  and  activities. 

The  cutting  staff  and  equipment  have  been  located  in 
close  proximity  to  the  cylinder  press  room  in  order  to  shorten  the 
distance  of  transporting  stock  to  the  cylinder  presses.   Stock 
used  by  the  cylinder  presses  represents  the  major  portion  and  weight 
of  printing  materials  processed  through  the  press  rooms.   Two  large 
cutters,  purchased  prior  to  192)4,  are  used  in  the  cutting  operations, 

The  binding  staff  and  equipment  is  similarly  located  near 
the  cylinder  press  room  with  consideration  given  to  the  factors  of 
volume  and  transportation  of  materials  indicated  above.   Most  of 
the  equipment  for  folding,  blocking,  stitching,  round  cornering, 
drilling,  and  punching  is  relatively  nev/.   This  equipment  was  pur- 
chased betv\:een  1932  and  1935» 

V/ith  four  employes  assigned  to  this  organization  Linit  to 
operate  at  least  eight  machines,  there  does  not  appear  to  be  excess 
staff  or  equipment.   In  fact,  because  of  insufficient  staff  and 
equipment,  or  the  lack  of  equipment  suitable  to  handle  special  or 
infrequent  requirements,  it  is  necessary  to  send  a  considerable 
amount  of  binding  and  similar  work  to  outside  sources. 


o  ■ 


:ockroom:   The  principal  functions  and  activities  of 
the  stockroom  include  receiving,  storing,  and  issuing  printing  paper 
and  other  supplies  required  in  printing  operations  such  as  ink  and 
binding  supplies,   A  substantial  portion  of  printing  stock  is  pur»- 
chased  in  skid  or  ton.  lots.   In  order  to  avoid  excessive  handling 
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costs  and  operations,  heavy  lots  of  stoclr  arc  stored  near  the 
press  and  cutting  rooms  thereby  reducing  the  transporta.tion  of  such 
stock  for  processing  to  a  practicable  nininiuni* 

Not  only  is  the  staff  of  this  organization  i"'nit  res- 
ponsible for  tending  to  a,bout  275  different  stock  items,  but  it 
also  attends  to  receiving,  storing,  and  issuing  materials  and 
supplies  required  to  fill  special  printing  orders i 

The  policies  and  procedures  governing  the  operations  of 
this  stockroom  are  considered  in  more  detail  elsewhere  in  this 
report, 

f.  Shipping  Room:  The  principal  functions  and  activi- 
ties of  the  shipping  room  include  packaging,  v/rapping,  labeling, 
and  delivering  finished  printed  matter  to  requisitioning  organi- 
zation units  as  it  is  released  from  the  press  and  binding  rooms. 
Small  quantities  of  printed  matter  are  delivered  by  the  junior 
messenger  or  errand  boy.  Larger  and  heavier  deliveries  o.re  made 
with  the  department's  truck. 

The  employe  with  the  title  of  shipper  is  in  charge  of 
this  organization  unit.   One  truck  chauffeur  and  the  chauffeur- 
laborer  are  assigned  to  make  deliveries  by  truck  and  assist  in 
packaging  and  wrapping.   The  other  chauffeur-laborer  also  assists 
the  shipper  in  packaging  and  WT-apping  and  frequently  also  does 
collating  work  in  the  binding  room, 

10,   Building  Maintenance  Unit 


J^u. 


a.   General :   The  building  maintenance  unit  is  charged 
with  such  functions  and  activities  as  operating  and 'maintaining 
the  building's  heating  plant;  cleaning  the  building,  yards,  and 
sidev/alks  excepting  the  general  office  and  women's  rest  rooms; 
making  minor  repairs  of  plant  and  equipment;  and  maintaining 
records  with  respect  to  steam  meter  readings  and  fuel  oil  consumed. 

As  of  January  11,  1^1|9>  the  organization,  staff  and 
compensation  of  employes  assigned  to  the  building  maintenance  unit 
were  approximately  as  follows: 

Number        Rate  of  Pay     Annual  Pay- 
Position  Employes    V/eekly  Annual    roll  Cost 


Lletal  melter  1      $60,7i|.  '"'3 yl^Q  ^3,158 

Laborer  2       hk^^O        2,3ll|       l\.,52Q 

Totals  3  07,736 
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Elsewhere  in  thin  report,  with  respect  to  the  staff  of 
the  casting  room,  the  classification  of   metal  melter  v/as  discussed 
briefly.   It  is  believed,  as  a  resiilt  of  several  tours  of  the 
printing  department's  building,  that  it  is  being  kept  in  a  satis- 
factorily clean  and  orderly  manner  with  a  minimum  of  staff.   There 
is  every  indication  that  the  head  of  this  organization  ijnit  is 
assuming  his  duties  and  responsibilities  with  exceptional  consci- 
entiousness.  The  duties  of  the  head  of  this  unit  are  consider- 
ably broader  in  scope  and  in  excess  of  his  present  classification 
of  metal  melter.   Furthermore,  as  officials  of  the  department 
report,  this  employe  spends  at  least  30  percent  of  his  time  in 
maintenance  rather  than  in  metal  melting  activities.   This  division 
of  time  is  especially  significant  during  the  months  that  the  heat- 
ing plant  is  in  operation. 

Formerly,  the  building  maintenance  staff  included  three 
firemen  who  attended  the  two  lieggie  Simplex  low-pressure  boilers 
continuously  on  eight -hour  shifts.   However,  in  recent  years, 
low-water  cut-off  devices  were  installed  on  the  boilers  and,  with 
the  approval  of  insur^ance  interests,  the  firemen  were  eliminated. 
Now,  it  is  no  longer  necessary  to  have  employes  in  continuous 
attendance  in  the  boiler  room  and  imdcr   the  present  arrangement 
the  oil-fired  heating  equipment  operates  all  night  without  at- 
tendance.  However,  the  head  of  the  maintenance  staff  is  on  call 
at  any  time  during  the  night  with  respect  to  any  failure  or  other 
emergency  of  the  heating  equipment. 

On  the  basis  of  the  facts  presented,  it  is  believed 
evident  that  there  is  a  significant  misclassif ication  of  the  em- 
ploye heading  the  building  maintenance  unit.   Therefore,  it  is 
recommended  that  the  superintendent  take  the  initiative  to  correct 
this  situation  with  the  objective   of  establishing  a  position 
classification  which  carries  with  it  compensation  commensurate 
with  the  duties  and  responsibilities  involved, 

b.   Steam  Sales:   The  boiler  room  of  the  printing  depart- 
ment supplies  steam  to  the  police  station  and  the  Sumner  tunnel 
administration  offices  which  are  in  adjacent  buildings.   Steam 
supplied  to  all  three  buildings,  incTuding  the  printing  depart- 
ment, is  metered  continuously  and  intordepartment  billings  are 
formulated  on  the  basis  of  meter  readings.   Recent  financial  re- 
ports of  the  printing  department  show  steam  sales  to  have  been 
as  follows: 

19U5       lQ'i-6       I9U7       I9UQ 

Police  department       'J2, 12^.50   ^2,035,20  '^2,1^0^.20      ''5, 077,30 
Sumner  traffic  tunnel      724.2Q     5ll»66     36k.l\.Q        2,377.20 

Totals  52,8]i9.70   :52,5^|6.36   v2,769.68   :j7,l4-55.00 
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The  wide  variance  betv/eon  stcan  rates  to  the  police 

department  and  the  Sumner  traffic  tunnel  is  due  to  the  fact  that 

the  police  station  operates  on  a  2l!.-hour  basis  whereas  the  tunnel 

offices  are  in  use  only  on  week-days. 

c.   Contractual  Maintenance  and  Repair  Services:   Major 
maintenance  and  general  repair  work  in  the  printing  department 
is  procured  from  outside  soujfces.   The  routine  cleaning  of  the 
general  office  and  women's  rest  room  is  performed  by  a  cleaning 
woman  on  a  contract  ba.sis.   It  is  reported  that  she  works  two  or 
three  hours  a  day,  five  days  each  week.   Formerly,  the  rate  of 
pay  was  t'2.25  por  day,  which  amounted  to  over  ')700  each  year. 
Beginning  in  January  19h9   an  arrangement  has  been  v/orkcd  out  by 
officials  of  the  department  whereby  these  cleaning  services  are 
procured  from  the  same  source  at  the  rate  of   $60,00  per  month 
or  .,'^720  annually^ 

In  recent  years,  the  total  cost  of  cleaning  services 
by  outside  sources,  v/hich  also  includes  v^rindow  washing,  was  as 
f  ollov'/s : 

Year     Amount 

1oIl5  i909.3^ 

I9U6  337.25 

I9I4-7  916.92 

19li8  -     919.00 
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1 1 .   Printing  Equipment  and  Plant  Layout 

a.   General :   The  printing  department  is  housed  in  a  brick 
and  concrete  building  of  substantial  construction  consisting  of  a 
basement  and  three  upper  floors  all  of  which  are  approximately 
the  same  floor  area  except  the  basement,  a  portion  of  which  has 
not  been  excavated.   A  modern  fire  sprinkling  system  has  been  in- 
stalled throughout.   The  building  is  approximately  U-shaped  and 
is  built  around  and  over  a  section  of  the  Sumner  tunnel.   This 
location  of  the  building  serves  to  cause  some  partitioning  of  the 
basement  area  and  reduces  the  height  of  same  areas  on  the  first 
floor.  A  portion  of  the  basement  houses  the  meter  division  of 
the  traffic  commission.   A  passenger  elevator  is  located  at  the 
main  entrance  to  the  building  and  a  freight  elevator  is  located 
appropriately  with  respect  to  the  stockrooms. 

A  recent  survey  made  by  an  official  of  the  department 
shows  that  the  building  contains  approximately  ^^,652  square  feet 
of  floor  area  which  is  used  or  is  available  for  use  as  follows: 

Area        Percent  of 
(Square  Feet)   Total  Area 

Building  and  cutting  rooms 

Boiler  room 

Book  composing  room 

Casting  room 

Cylinder  press  room  and  misc. 

General  office 

Job  composing  room 

Job  press  room  and  misc. 

Linotype  and  monotype  rooms 

Proof  room 

Shipping  room 

Stockrooms 

Storage 

Totals 

The  figures  given  for  the  area  utilized  in  the  activi- 
ties of  the  book  composing  room  include  the  space  allocated  to  the 
compositors  and  stoneman  only.   Other  organization  units  of  the 
book  composing  room  involving  the  linotype  and  monotype  machine 
rooms,  cutting  and  binding  rooms,  and  the  proof  rooms  are,  on  the 
basis  of  department's  survey  and  sketches,  listed  separately  with 
respect  to  the  specific  areas  assigned  to,  or  used  by,  each  of 
them* 

The  building  maintenance  organization  unit  utilizes  no 
spj^ce  for  purely  administrative  purposes  other  than  a  desk  in  the 
boiler  room. 


2,6o^ 

5.8 

2,3^9 

5.3 

6,200 

1^.0 

1.36^ 

3.0 

5,580 

12.5 

^,095 

9.2 

2,-480 

5.7 

3,152 

6.9 

l,i|26 

3.2 

9^0 

2.1 

372 

0.8 

8,3^9 

18.8 

5,751 

12.7 

i|i|,652 

100.0 
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Approximately  2100  square  feet  of  space  in  the  basement 
of  the  building,  which  normally  would  be  used  for  storage,  has 
been  assigned  to,  and  is  occupied  by,  the  meter  division  of  the 
traffic  commission.   It  is  reported  that  the  building  maintenance 
staff  performs  no  cleaning  services  for  the  meter  division  and 
that  no  charge  is  made  for  supplying  heat.   However,  charges  are 
made  to  cover  cost  of  electricity  consumed  by  the  meter  division. 

The  printing  department  has  ample  storage  space  in  the 
basement  of  the  building,  only  a  small  portion  of  which  is  used 
in  connection  with  its  own  operations.  As  a  consequence,  there 
has  been  a  tendency  to  use  this  space  for  the  storage  of  records, 
furniture,  office  supplies,  and  other  materials  belonging  to  other 
departments  or  agencies.   Judging  from  little  or  no  information 
that  could  be  obtained  as  to  whom  the  stored  articles  belonged  and 
their  status  as  to  obsolescence,  it  is  recommended  that  the  super- 
intendent of  printing  take  the  initiative  to  determine  the  need 
for  continued  storage  of  such  articles.   Unless  this  condition  is 
systematically  and  periodically  scrutinized,  it  is  likely  that 
storage  space  of  this  building  will  become  cluttered  with  worthless 
or  obsolete  articles. 

^'   Printing  Bquipment:   The  19^7  annual  report  of  the 
printing  department,  which  is  the  latest  available,  shows  the  total 
cost  of  plant  and  equipment  as  approximately  $18^,500.   It  is 
estimated  that  of  this  fugure  about  $123^000  represents  the 
original  cost,  or  the  appraised  value  in  192^,  of  printing  and  re- 
lated machinery. 

Records  of  machinery  purchases  made  prior  to  1924  were 
not  readily  available  in  the  printing  department.   Partly  in  an 
effort  to  provide  a  more  suitable  basis  for  financial  reporting, 
to  establish  a  more  accurate  basis  for  determining  depreciation, 
and  to  set  up  appropriate  reserves  to  cover  such  depreciation,  all 
printing  machinery  was  surveyed  in  192^^}  and  a  value  of  each  piece 
of  machinery  was  estimated  and  established.   Since  1924  records  of 
the  actual  purchase  cost  of  printing  equipment  have  been  maintained 
by  the  printing  department. 

The  following  tabulation  shows  the  principal  items  of 
printing  machinery  and  other  equipment  purchased  prior  to  1924  and 
the  values  placed  on  the  items  as  a  result  of  the  survey  and 
valuation  made  in  that  year. 


'     ■ .  r 


-31- 


No .    of 
Units 


iMake 


Capacity   192^   Value 


Type 

Monotype   keyboard, 

model  D 
Monotype  caster 
Linotype,    model   14 
Galley  proof   press  #10 
Cylinder  press 
Cylinder  press 
Craftsman  auto  press 
Press-Miller  feeder 
Hand   press 
Press 
Cutter 
Cutter 
Wire   stitcher,   #2 

Totals  

It  is  reported  that,  since  1924,  the  printing  department 
has  purchased  the  following  additional  printing  equipment: 


15 

Lc^nston 

$14,382.00 

7 

Lanston 

-.-. 

22,357.15 

3 

Mergenthaler 

-- 

14,852.40 

1 

Vandercook 

-> 

402.00 

5 

Premier  &  Potter 

36"x48" 

26,969.00 

2 

Premier  &  Potter 

26"x36" 

6,027.28 

1 

Chandler  &   Price 

10"xl5" 

905.44 

1 

Chandler  &   Price 

10"xl5" 

1,250.15 

2 

Chandler  &   Price 

10"xl5" 

1,034.94 

1 

Lisenby 

4"x  6" 

1,576.35 

1 

Oswego 

32" 

1,884.76 

1 

Oswego 

i|i|" 

2,431.70 

1 

Boston 

■»•  ^ 

349.81 

kl 

$94,377.98 

Type 


No.  of 
Units 


Monotype  keyboard 

model  D  1 

Compressor  1 

Furnace  1 

Monotype   caster  2 

Monotype   caster  1 

Saw  trimmer  1 

Galley  proof  press  1 

Galley  proof   press  1 

Saw  trimmer  #6512  1 

Rule   cutter  #30  1 

Metering  machine  1 

Horizontal  press  1 

Vertical   press  2 

Press -Miller  feeder  1 

Craftsman  auto  press  1 

Polder,    model   55  1 

Paper  drill  1 

Punching  machine  1 

Wire  stitcher  #19  1 

Round  cornering  __1 

Totals  22 


Make 


Lanston 

Curtis 

Monometer 

Lanston 

Lanston 

Miller 

Wesil 

Vandercook 

Miller 

American 

Rouse 

Miehle 

Miehle 

Chandler&Price 

Chandler&Price 

Liberty 

Challenge 

Portland 

Boston 

Challenge 


Capacity     Cost 


Dble.Cyl. 
1/2  ton 


$ 


20"x23" 
13"xl9" 
10"xl5" 
10"xl5" 
ll"xl7" 


980.00 

593.92 

800.00 

5,362.32 

3,050.00 

475.00 

800.00 

785.00 

386.70 

29.75 

39.75 

4,983.00 

6,280.00 

1,119.53 
1,450.00 
565.00 
189.90 
471.00 
390.00 
81.38 


$28,832.25 


Date 

Purchased 

12/31 
10/32 

6/25 

6/25 

4/30 

6/30 

4/25 

12/27 

10/32 

4/39 

4/39 
12/30 

6/41 

8/34 
10/32 
10/25 

10/32 

10/32 

9/35 
7/35 

The  only  automotive  equipment  in  the  department  is  a 
1947  model  Ford  truck  with  a  capacity  of  one-half  ton. 
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It  Is  evident  from  these  tabulations  of  printing 
machinery  and  equipment  that  about  65^-  of  the  units  are  over  25 
years  old.   Several  inspections  of  these  facilities  show  that 
apparently  they  are  kept  in  good  repair.  However,  the  age  of  most 
units  indicates  that  such  factors  as  the  economy,  productivity, 
and  dependability  are  important  and  should  be  analyzed  and  con- 
sidered carefully  in  connection  with  the  effective  control  of  the 
operating  costs  of  the  department. 

Some  equipment,  such  as  the  Lisenby  press  used  to  print 
envelopes  and  some  job  presses,  appears  to  be  unreliable  or 
uneconomical  in  operation  for  constant  use  if  the  department  is 
to  function  on  a  more  efficient  basis.   In  the  case  of  other  old 
equipment  the  economic  factors  involved  in  their  continued  use  are 
probably  less  apparent  and  will  require  detailed  study. 

There  does  not  appear  to  be  any  definite,  formal  program 
for  the  progressive  replacement  of  old  equipment  with  new  and  more 
efficient  units  for  keeping  the  productive  efficiency  and  capacity 
of  the  department  at  the  highest  practicable  level.   No  new  equip- 
ment has  been  purchased  since  19^1  although  the  reserves  for 
depreciation  as  of  December  31^  19^7  amounted  to  over  $175*000. 

As  discussed  elsewhere  in  this  report,  a  substantial 
portion  of  the  total  printing  sales  of  the  department  are  made 
for  work  performed  on  a  contract  basis  with  outside  sources. 
Officials  of  the  printing  department  believe  that,  although  many 
types  of  outside  work  are  required,  no  type  of  such  work  is  of 
sufficient  volume  or  value  to  warrant  the  purchase  of  the  necessary 
equipment  to  perform  the  work  in  the  printing  department. 

c.   Plant  Layout :  Within  the  limitations  imposed  by 
the  close  proximity  to  the  Sumner  tunnel,  it  is  considered  that 
the  printing  plant  is  satisfactorily  designed  and  that  the 
facilities  provided  have  been  generally  well  utilized  vrith  respect 
to  the  activities  carried  on  in  the  department.   The  principal 
effects  of  the  tunnel  on  the  design  of  the  building  are  the 
partitioning  of  the  basement  and  the  raising  of  floors  in  certain 
areas  of  the  first  floor  devoted  to  storage,  which  has  not 
seriously  lowered  utilization  of  the  space  and  facilities  available. 

12,   Procurcmont  Policies  and  Proceduros 

^*      G-oncral:   When  the  printing  department  is  in  need  of 
raaterials,  supplies,  and  equipment  the  procurement  of  v/hich  is 
v/ithin  the  jurisdiction  of  the  supply  department,  standard  pur- 
chase requisition  forms  arc  prepared  and  forwarded  to  the  supply 
department.   These  piorchases  are  relatively  few  in  ni^iubcr  or  value 
and  usually  involve  such  commodities  as  fuel  oil,  soap,  paper 
tov;els,  and  other  similar  general  maintenance  or  operating  sup- 
plies.  About  l5  requisitions  arc  said  to  be  issued  in  the  average 
year  to  cover  such  piorchases. 
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As  in  the  case  of  other  city  departments,  the  printing 
department  procures  services  direct  from  outside  soujr'ces  through 
the  use  of  the  standard  service  order  form.   Very  few  service 
orders  are  issued  in  the  average  year.   These  orders  cover  such 
services  as  repairs  to  the  department  truck  and  printing  equipment 
land  minor  repairs  to  buildings. 

Another  method  of  procurement  available  to  City  depart- 
ments but  rarely  used  by  the  printing  department  is  the  p3.acing 
of  formal  contracts  for  furnishing  commodities  or  services  involv- 
ing substantial  cost.   Porma.l  contracts  are  placed  for  sup'plying 
printed,  folded  City  payroll  forms,  and  for  an  occasional  large 
purchase  of  printing  paper. 

By  far  the  greatest  value  and  volume  of  purchases  for 
the  print in^^  department  are  made  by  the  printing  departm.ent  itself, 
with  its  ovm  forms,  and  directly  with  outside  soTirces,   Apparently, 
i  the  ordinance  establishing  the  printing  de-oartment  Vi/as  intended, 
and  so  construed,  to  authorize  the  department  to  exercise  direct 
purchasing  authority. 

It  is  questionable  v;hether  the  printing  department  should 
continue  to  exercise  purchasing  authority  to  obtain  office  and 
printing  materials  and  supplies  for  the  various  organization  units 
of  the  City  of  Boston  and  County  of  Suffolk,   Considering  that  the 
agencies,  boards,  commissions,  and  departments  of  the  City  have 
relatively  broad  pov/crs  to  issue  service  orders,  and  to  place 
contracts,  directly  Vs/ith  outside  sources,  it  is  evident  that  pro- 
curement functions  and  activities  of  the  Cit^^  are  widely  de- 
centralized.  Presumably,  the  overall  study  of  the  City  supply 
system.s  will  provide  a  basis  for  making  recommendations  v/ith' res- 
pect to  the  printing  department's  future  role  in  procurement. 

Aside  from  the  purchasing  methods  available  to  the  print- 
ing department  outlined  above,  the  department  makes  purchases 
direct  from  outside  sources,  employing  still  other  policies,  pro- 
cedures, and  forms,  specif ica.lly  for  the  following  purposes: 

(1)  To  replenish  inventories  of  office  supplies  main- 
tained by  the  printing  department, 

(2)  To  fill  requisitions  for  office  supplies  not 
carried  in  stock  by  the  printing  department  by  having  vendors 
deliver  the  articles  direct  to  the  requisitioners. 

(3)  To  replenish  inventories  of  printing  "mater icil  and 
supplies  maintained  b~y  the  printing  department, 

(1|)   To  secure  printing  materials,  supplies,  and  related 
services  specifically  required  to  fill  requisitions  for 
printed  matter  v;hich  commodities  are  not  carried  in  stock,  or 
the  services  are  not  performed,  by  the  printing  department. 
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In  addition,  the  printing  derj^artment  purchases  postage 
stamps  for  cash  and  distributes  them  to  various  offices  of  the 
City  of  Boston  and  County  of  Suffolk  as  requisitioned. 

The  cost  of  office  supplies  purchased  by  the  department 
in  recent  years  was  as  follows^ 


Year 

19{f5 
19i.6 

19'i-7 
19I1.8 


Amount 


J36, 722. 55 
l!.9,20l.82 

^3,371.93 
59,990.31 


These  figures  include  purchases  made  for  replenishing 
inventories  and  for  delivery  direct  to  requisitioners. 

The  records  of  the  department  show  the  va.lue  of  purchases 
of  printing  materials  and  supplies  under  three  classifications 
which  are  stock,  metal,  and  printing  ink.   The  classification  of 
"stock"  refers  to  paper,  envelopes,  and  other  paper  products, 
"Metal"  refers  to  lead  used  in  casting  type  and  for  other  devices 
required  in  preparing  printing  plates.   The  value  of  these  pur- 
chases over  the  same  four-year  period  was  as  follows: 


Year 

19|4-5 
II9U6 

19l7 
I9I1-8 


Stock 

$55,111.69 
60,l]|2.)46 

92,615.67 
82,012.77 


Metal 

5  471,l!.7 
755.22 

1,979.''!.9 
l,569.6li. 


Printing  Ink 

ai-2l|..97 
365.98 
I1-33.22 
1489. 01 


Total 

;K6,008.13 
69,263.66 

95,033.33 
8^,071. '12 


The  printing  department  does  not  have  the  equipment  and 
staff  necessary  to  perform  all  printing,  binding,  engraving,  and 
other  types  of  services  required.   In  recent  years  the  value  of 
purchases  of  printing  and  allied  services  from  outside  sources  was 
as  follows : 


Item 

Ruling   and  binding 
Outside   printing 
Electros,    cuts,    and 
engraving 

Totals 


19lj-5 

)26, '^60.4.9 
19,938.23 


19h6 

■^27,333.30 
25,693.41^ 


19U7 

■'29,9l5.I|-3 
32,392.83 


19iV3 

535,5)|7.1|3 
33,764.51 


2,314.10         l,U|.2.00         3J478.13         3,823.21 


as, 612. 37     !)5i4,978.7l|     ■;^5,786.l!l^     ^73,135.15 


Duj'ing   the  years    19'|5   through   19i|-3    the   amounts    spent   for 
the   purchase    of   postage    stamps   were    as    follows: 


Year 

1945 
19h6 

19|l-7 
19li.3 


Amount 

561,265.72 
6]|,963.92 
73,363.07 
73,2[.5.9U 
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At  the  time  these  various  tabulations  were  prepared, 
the  figLires  v/ith  respect  to  the  cost  of  ?l9u6  purchases  had  not 
been  audited  by  an  outside  certified  public  accountant. 

Because  of  the  various  systems,  forms,  and  stockrooms 
involved  in  purchasing,  storing,  and  issuing  office  and  printing 
materials  and  supplies,  data  have  not  been  readily  available  to 
shov.'  the  distribution  of  the  various  types  of  orders  and  the  ob- 
jectives 
ing  store? 
for  deliv( 

vendors.   Available  figures  of  the  nij^nber  of  purchase  orders  iS' 
sued  by  the  printing  department  annually  require  detailed  analysis 
and  estimates  \vhich  appear  elsev;here  in  this  report. 

Sales  records  show  that  the  printing  department  receives 
and  fills  requisitions  for  office  supplies  or  printed  matter  from 
approximately  175  agencies,  boards,  commissions,  departments,  and 
officials  of  the  City  of  Boston  and  Co^jnty  of  Suffolk,   Rarely 
are  office  supplies  furnished  to  organizations  or  individuals  not 
connected  with  the  City  and  Oountj   governments ♦   Hov/ever,  some 
sales  of  printed  matter  have  been  made  to  accounts  in  this  latter 
classification  although  in  the  majority  of  cases  such  sales  were 
in  connection  v;ith  City  and  County  business. 

Some  governmental  organization  units  of  the  City  of 
Boston  and  County  of  Suffolk  are  not  required  by  law  to  procure 
their  office  supplies,  printed  matter,  and  postage  from  the 
printing  department.   Hoxvever,  m.ost  such  exempt  organization  units 
procure  at  least  some  of  these  m.atorials  and  supplies  from  the 
printing  department  as  a  matter  of  convenience. 

^»   Purchases  of  Office  Supplies:  The  purehases  of  office 
supplies  by  tlio  printing  departmicnt  are  either  for  the  pua-'pose 
of  replenishing  materials  in  the  department's  stockrooms  or  for 
filling  requisitions  for  non-stock  items.   In  the  l^ittor  cases, 
the  purchase  orders  sent  to  outside  vendors  specify  delivery  direct 
to  the  requisitioning  organization  units  and  the  articles  involved 
do  not,  therefore,  pass  through  the  printing  department's  stockrooms. 

In  accordance  with  current  policies  and  procedures,  re- 
quisitions for  office  supplies  carried  in  stock  are  filled  by 
preparing  the  printing  department's  purchase  order  form  for  such 
articles  and  routing  copies  of  the  form  to  the  department's  stock- 
rooms.  These  orders  serve  as  a.uth6rity  for  issuing,  delivering, 
and  billing  the  requested  articles. 

The  total  number  of  purchase  orders  issued  in  recent 
years  in  connection  with  requisitions  for  office  supplies  and  to 
maintain  inventories  has  been  reported  as  follows: 


t  '. 
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Number  of 
Year  Purchase  Orders 


19.W 
19k6 
19U7 


19h8, 

Because  of  the  various  uses  to  v/hlch  this  form  of  purchase 
order  Is  put  It  Is  considered  that  excessive  effort  would  be  re- 
quired to  determine  the  exact  number  of  purchase  orders  prepared 
and  Issued  for  replenishing  stores,  authorizing  deliveries  from 
stock,  and  for  making  purchases  from  outside  vendors  for  delivery 
direct  to  requlsltioners • 

However,  on  the  basis  of  re^'iewing  a  representative 
number  of  such  completed  purchase  orders,  officials  of  the  depart- 
ment have  arrived  at  estimates  of  the  approximate  percentage  dis- 
tribution of  the  orders  annu_ally.   It  has  been  estimated  that  less 
than  ifo   of  the  orders  are  issued  to  replenish  stocks,  about  26'/b 
are  issued  to  the  department's  stockrooms,  and  the  balance,  or 
approximately  7^4/^,  are  issued  to  outside  vendors  for  delivery 
direct  to  requlsltioners. 

Officials  of  the  printing  department  have  expressed  the 
opinion  that  the  departm.ent  is  the  proper  agenc;/  to  which  purchas- 
ing functions  with  respect  to  office  supplies  should  be  assigned^ 
One  basis  for  this  opinion  is  that  office  supplies  are  closely 
allied  with  printing  materials  or  supplies  and  therefore,  in  their 
procurem.ent ,  similar  skills  and  knowledge  of  the  commodities  and 
markets  are  required.   Exception  is  taken  to  this  viev/]3olnt  at 
least  to  the  extent  that  it  is  believed  such  purchases  can  be  made 
efficiently  by  any  staff  adequately  trained  and  sufficiently  ex- 
perienced in  broad  purchasing  policies  and  practices.   It  does  not 
necessarily  follov/  that  the  procujr'ement  of  such  office  supplies  as 
pencils,  rubber  bands,  paper  clips,  and  the  like  requires  a  know- 
ledge of  such  printing  materials  or  supplies  as  paper,  envelopes, 
printing  inks,  and  lead  for  type. 

Another  reason  advanced  for  continuing  to  assign  the 
functions  of  purchasing  office  supnlies  to  the  printing  department 
is  that  the  department  has  adequate  facilities  for  operating  cen- 
tral stores  of  such  supplies  for  meeting  the  more  routine  require- 
ments of  the  City  and  County  agencies.   The  printing  department 
does  have  adequate  facilities  for  operating  central  stores  of 
office  supplies  but  still  it  may  be  to  the  advantage  of  the  City 
to  transfer  such  purchasing  and  stores  functions  to  some  other 
organization  unit  or  units.   In  any  event,  findings  and  conclusions 
with  respect  to  the  printing  department's  current  policies  and  pro- 
cedures for  purchasing  office  supplies  provide  the  basis  for  making 
recommendations  for  their  iraprovemicnt , 

The  printing  department  rarely  solicits  bids  for  securing 
competition  and  lower  prices.   It  is  reported  that  some  telephone 
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inquiries  are  inade  to  obtain  competitive  prices  but  few,  if  any, 
records  are  kept  of  such  activities.   The  general  practice  is  to 
determine  the  vendors  to  v;hom  orders  are  to  be  sent  and  to  issue 
orders  without  establishing^  and  incorporating  prices  for  the  com- 
modities listed.   As  a  consequence,  neither  "the  printing  department 
nor  the  organization  units  ^^lich  requisitioned  the  supplies  know 
the  actual  cost  of  the  p\irchases  until  deliveries  have  been  made  and 
vendor's  invoices  have  been  received. 

These  policies  and  procedures  are  justified  by  officials 
of  the  printing  department  on  the  grounds  that  many  of  the  articles 
purchased  are  sold  at  standard  prices  or  are  sold  at  prices  varying 
so  little  among  reliable  sources  as  to  provide  no  economic  Incentive 
for  securing  competitive  bids.   In  some  cases  this  reasoning  may  be 
correct  particularly  where  small  quantities,  or  a  particular  brand 
or  make,  of  an  article  is  Involved.   However,  a  reviev/  was  made  of 
the  majority  of  purchase  orders  issued  d^oring  I9I1-8  for  replenishing 
inventories  of  sucJi  articles  as  rubber  bands,  paper  clips,  scratch 
pads,  blotters,  v/riting  ink,  and  the  like.   The  total  cost  of  these 
orders  amounted  to  approximately  ,;i3,000  as  determined  by  invoice 
prices.   All  but  two  of  these  orders  had  been  sent  to  the  same 
vendor.   The  make  or  brand  of  many  articles  had  not  been  specified. 
It  is  believed  that  most  of  the  articles,  .as  ordered,  could  have 
been  purchased  at  substantial  savings  if  orders  had  been  awarded  on 
the  basis  of  competitive  bids. 

Price  is  of  major  importance  in  most  purchase  transactions. 
Requisitioning  organization  units  and  taxpayers  alike  properly  may 
expect  that  the  printing  department  and  other  purchasing  agencies 
of  the  City  will  negotiate  and  buy  commodities  and  services  at  the 
most  favorable  prices  obtainable.   It  is  believed  that  the  intent 
and  spirit  of  the  laws  prescribing  the  functions  and  activities  of 
the  printing  department,  and  with  respect  to  procurement  operations 
by  the  City  generally,  are  such  that,  v/henever  practicable,  public 
competitive  bids  should  be  secured  and  used  in  making  purchases. 

In  order  to  carry  this  policy  out,  the  printing  department 
also  will  need  to  revise  or  establish  some  basic  records  to  provide 
a  reasonable  basis  for  the  efficient  exercise  of  its  purchasing 
authority.   It  is  believed  that  the  department's  records  of  sources 
of  supply,  purchase  specifications,  prices,  and  the  like  arc  in- 
adequate.  In  most  cases,  vendors  to  v/hom  orders  are  to  bo  sent  are 
determined  by  the  superintendent  of  printing  personally.   Purchase 
orders  covering  non-stock  office  supplies  are  prepared  frequently  by 
using  descriptions  appearing  on  requisitions  with  little  or  no   edit- 
ing.  Ambiguities  in  article  descriptions  are  usually  left  to  the 
initiative  of  vendors  to  clarify.   Inasmuch  as  no  prices  appear  on 
orders  to  serve  as  ,'3:uid.es  for  filling  orders,  vendors  also  are 
permitted  to  exercise  their  judgment  in  supplying  articles  where, 
as  a  result  of  inadequate  descriptions  or  specifications,  alternatives 
are  available  as  to  the  grade,  quality,  or  price  of  articles  to  be 
supplied. 


.  1 


;  -v  ••. 


-38- 

c  ♦   Purchases  of  Prin  tine?  Ma  tori  als  and  Supplies  :  Similar 
to  the  system  for  purchasing  office  supplies,  purchases  of  printing 
materials  and  supplies  are  ■^lade  either  for  stock  or  specially  for 
filling  requisitions  for  printed  matter  requiring  the  use  of 
materials  and  siipplies  not  carried  in  stock.   However,  in  either 
case,  the  orders  are  delivered  by  outside  vendors  direct  to  the 
printing  department. 

In  recent  years  the  total  number  of  purchase  orders  issued 
in  connection  v/ith  requisitions  for  printed  matter  has  been  reported 
as  follov/s: 

Number  of 
Year        Purchases 

19)|5        807 

19l-|6  923 

I9U7  8l!.6 

19hB  891 

Officials  of  the  department  have  estimated  that  in  the 
average  year  about  Q^fo   of  such  orders  are  issued  to  replenish  in- 
ventories. 

It  is  questionable  whether  or   not  the  printing  department 
should  have  assigned  to  it  the  au.thority  to  make  direct  purchases 
of  printing  materials  and  supplies.   This  matter  is  a  major  element 
of  the  problem  as  to  whether  the  best  interests  of  the  City  are 
served  in  decentralizing  or  centralizing  at  least  the  more  important 
purchasing  functions  and  activities*   Officials  of  the  printing 
department  have  expressed  the  opinion  that  functions  regarding  the 
purchasing  of  printing  materials  and  supplies  properly  are  assigned 
to  the  printing  department  because  the  department  has  the  staff  with 
superior  knov/ledge  and  training  to  evaluate  production  problems  and 
therefore  to  determine  the  most  appropriate  purchase  specifications. 

It  is  believed  that  the  functions  of  determining  proper 
purchase  specifications  are  separable  from  the  functions  having  to 
do  v/ith  making  the  actual  purchases.   Obviously,  the  decentrali- 
zation of  purchasing  functions  cannot  be  based  primarily  on  the 
abilities  of  the  staffs  of  various  organization  units  to  prescri" 
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proper  purchase  specifications.   Normally,  an  efficient  private 
business  organization  which  operates  its  own  printing  plant  does 
not  assign  authority  for  purchasing  printing  materials  and  supplies 
to  the  staff  operating  the  printing  plant. 

The  effective  procurement  of  printing  materials  and  sup- 
plies could  be  obtained  by  assigning  purchasing  functions  to  the 
supply  department,  or  some  other  central  organization  unit,  without 
destroying  the  prerogative  of  the  printing  department  to  determine 
what  should  be  purchased  b7/  preparing  proper  specif icr^.tions 
and  transmitting  them  on  requisitions  to  the  purchasing  authority. 
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As  indicated  elsev/here  in  this  report,  it  is  probable  that  the 
City-v/ide  study  of  supply  systems  no\''/  in  operation  will  provide  a 
basis  for  recommendations  affecting  these  functions  and  activities 
of  the  printing  department. 

Regardless  of  the  efficacy  of  the  printing  department's 
continuing  to  purchase  printing  materials  and  supplies,  there  are 
recommendations  for  improving  the  purchasing  system  as  it  has  been 
established  and  is  now  being  operated.   As  in  the  case  of  purchas- 
ing office  supplies,  little  or  no  effort  is  made  by  the  dei.oartment 
to  sociire   public  competitive  bids. 

In  some  cases,  it  is  probable  that  the  purchase  specifica- 
tions for  printing  materials  and  supplies  are  restrictive  to  the 
extent  that  tew   vendors  are  in  a  position  to  furnish  the  require- 
ments or  that  the  commodities  are  subject  to  standard  prices.   A 
detailed  study  of  this  matter  mirrht  show  that  the  specifications  are 
unnecessarily  restrictive  and  that  they  could  be  broadened  to 
encourage  wider  competition  and  possible  lower  prices.   Orders  for 
outside  printing  and  allied  services  are  normally  sent  to  the  same 
vendors  on  the  ground  that  long  ezperience  has  shown  the  cost  of 
such  services  hj   these  vendors  to  be  the  lowest  and  most  satisfactory 
obtainable.   It  is  considered  that  such  practices  are  contrary  to 
the  traditional  governmental  procurement  method  of  securing  public 
bids  intended  to  provide  continual  safeguards  against  discrimina- 
tion, high  costs,  and  inferior  quality.   Vvlienever  practicable, 
public  competitive  bids  should  be  secured  and  used  in  awarding 
orders  and  contracts  and  it  is  believed  that  the  managem.ent  of 
the  printing  department  has  a  definite  responsibility  for  shov/ing 
that  orders  and  contracts  placed  without  obtaining  and  using  such 
bids,  or  resorting  to  negotiation,  are  in  the  best  Interests  of 
the  City, 

The  printing  departm.ent  does  not  use  the  same  form  of 
r>urchase  order  for  printing  materials  and  supplies  as  is  u.sed  to 
purchase  office  supplies.   In  form,  the  printing  order  is  similar 
to  the  comm.on  type  of  requisition;  it  is  prepared  by  hand,  and  a 
copy  is  sent  to  the  vendor.   As  a  matter  of  good  business  practice 
it  is  recommended  that  a  more  suitable,  form.al  t;7pe  of  purchase 
order  be  devised  and  used  for  purchasing  printing  materials  and 
supplies.   If  practicable  one  form  should  be  used  for  all  purchases 
by  the  department, 

d.   Purchase  of  Postage  Stamps:   'Tlie  ordinances  estab- 
lishing the  printing  department  or  assigning  functions  to  it  do 
not  specifically  provide  that  the  department  shall  purchase  and 
furnish  postage  stamps  to  the  various  organization  units  of  the 
City  and  County  agencies.   Apparently  this  specific  function  v/as 
considered  properly  assigned  to  the  printing  department  on  the 
ground  that,  in  the  broad  interpretation  of  "office  supplies", 
postage  stamps  logically  were  included. 
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For  administrative  p'urposes  'postan-o    sta^nps  are  not  con- 
sidered part  of  the  stocks  of  office  supplies.   Generally 
postage  is  purchased,  stored,  and  issued  under  the  immediate  super- 
vision of  the  bookkeeper.   Purchases  of  postage  are  made  v/ith  cash 
at  a  nearby  post  office.   Deliveries  of  postage  to  requisitioning 
organization  units  are  made  by  messenger  or  mail.   It  is  the 
general  policy  to  register  mail  containing  postage  valued  at  ■„;10.00 
or  more , 

In  order  to  assist  in  controlling  possible  pilfering  or 
misuse  of  postage,  stamps  in  sheet  form  arc  perforated  v-'ith  the 
letter  B  before  they  are  delivered  to  Cit^?"  agencies.   Sheets  of 
stamps  for  use  of  the  County  of  Suffolk  are  not  perforated  nor  are 
any  rolls  of  stamps  as  it  is  not  practicable  with  available  stamp- 
perforating  equipment, 

13 •   Operation  of  Stockrooms 

a.   General t      Although  the  ordinances  relating  to  the 
printing  department  have  not  charged  the  staff  specifically  with 
duties  and  responsibilities  for  establishing  and  operating  stock- 
rooms, such  functions  and  activities  have  been  undertaken  to  afford 
more  prompt  and  efficient  discharge  of  the  department's  obligations 
to  supply  certain  m.aterials,  supplies,  and  services  to  the  City  and 
County, 

The  printing  department's  building  has  adequate  space  for 
the  ma.intenance  and  operation  of  substantial  stores,   T>iero  are 
approximately  l/.f.,000  square  feet  of  useable  space,  representing 
about  31%'  of  the  total  floor  area  of  the  building,  which  is 
adaptable  to  storage.   This  storage  space  is  not  all  at  one  loca- 
tion but  is  concentrated  largely  in  the  basement  and  on  the  first 
floor  in  fairly  large  and  contiguous  areas.   These  features  of 
building  design  and  layout  provide  some  of  the  means  for  ef fee  lent 
stockroom  operations. 

Currently,  about  7*000  square  feet  or  1^%   of  the  total 
floor  area  available  for  storage  is  used  to  store  office  supplies 
and  printing  materials  and  supplies.   riost  stores  are  concentrated 
on  the  first  floor.   The  various  stockrooms  are  reasonably  well 
ea^uipped  with  storage  facilities  such  as  racks,  shelves,  skids, 
pallets,  and  the  like  to  provide  neat  and  orderly  arrangement  of 
materials  and  supplies .   The  storage  areas  are  kept  clean  and  are 
v/ell  lip;hted  to  provide  good  working  conditions. 

Inspections  of  inventories  and  inventory  records  with 
respect  to  office  supplies  disclose  that  approximately  125 
different  articles  normally  are  carried  in  stock.   The  purchase 
cost  values  of  these  inventories,  as  of  December  31 >  have  been 
reported  as  follows: 


Year  Purchase  Cost 

19l;5  '  'M, 039. 33 

19li.6  l6,ooi.)^l 

19[l7  21,63')4.90 

19lp  21,366.1|.8 


With  respect  to  j.nventories  of  printing  materials  and 
supplies  similar  inspections  of  inventories  and  inventory  records 
show  that  approximately  173'  different  articles  are  carried  in 
stock.   For  various  purposes  these  materials  and  supplies  are 
classified  as  stock,  metal,  and  nrintinr^  ink.    The  purchase  cost 
values  of  these  inventories , as  of  December  31  j  v/ere  reported  as 
follows : 

Year    Stock       Metal     Printing  Ink   Total  Purchase  Cost 

19U5  -)11,212.15  )ll,l!.9^.5l  }  99.25  §22,805.91 
I9,)i6  17,980.26  11,561.32  111.03  29,652.61 
I9li7   19,558.26   13,538.70     115.37        33,262.33 

Financial  reports  of  the  printing  department  frequ.ently 
refer  to  pvirchases,  inventories,  and  sales  of  office  sunplies  as 
"stationery,"   Inasmuch  as  stationery  is  not  carried  in  stock  as 
printed  matter  it  seems  desirable  that  all  such  supplies  and 
materials  be  referred  to  as  "office  supplies"  or  similar  words 
more  generally  descriptive  of  their  nature  or  use. 

The  broad  policy  of  the  department  is  to  maintain  a  per- 
petual inventory  of  postage  valued  at  about  'J500,   This  inventory 
usually  consists  of  stamped  envelopes,  stamxped  post  cards,  and 
about  six  denominations  of  stamps.   Purchases  are  made  with  cash 
and  the  money  is  obtained  by  requisitioning  checks  from  the  City 
treasurer  in  J5,000  amounts.   Requisitions  for  small  amo^onts  of 
postage  normally  are  filled  from  stock.   Requisitions  for  large 
amounts  of  postage  are  filled  by  purchasing  the  required  quantities 
and  making  deliveries  direct  to  the  requisitioners.   In  many  cases 
requisitions  for  stamped  envelopes  and  post  cards  require  printing 
by  the  department  before  delivery. 

In  recent  years,  the  value  of  postage  inventories  on 
December  3I,  ^"'Q-s  as  follows  s 

Year  Amount 

19t5  :Jl,075.i|.8 

19i|-6  I152.IO 

19i-|-7  39U.O6 

19W  695.32 

b.   Stockrooms  for  Office  Supplies:   As  discussed  else- 
where in  this  report  with  respect  to  the  present  organization 
structure  of  the  department,  there  is  divided  authority  and 
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responsibility  for  directing  and  supervising  the  maintenance  and 
operations  of  the  stockrooms  for  office  supplies.   The  clerk  in 
the  office  supplies  section  of  the  general  office,  \iho  prepares 
orders  on  the  stockrooms  for  deliveries  of  office  supplies  to  re- 
quisitioning organization  ^jnits,  is  considered  to  be  under  the 
immediate  direction  and  supervision  of  the  bookkeeper.   Usually 
the  assistant  stockman  of  the  printing  book  section  of  the  general 
office  selects,  packages,  and  arranges  for  the  delivery  of  office 
supplies  from  stock.   This  employe  is  actually  under  the  immediate 
direction  and  supervision  of  the  superintendent  of  printing.   The 
recommendation  to  put  the  bookkeeper  in  charge  of  all  em.ployes 
assigned  to  the  general  office  v/ould  provide  for  undivided  a.uthority 
and  responsibility  for  the  operation  of  those  stockrooms. 

It  is  considered  that  a  reasonably  adequate  form,  of 
stock  record  is  used  by  the  department  v/ith  v;hich  to  exercise  ef- 
ficient control  of  inventories.   However,  som.e  foatuj?es  of  these 
records  are  not  utilized  to  the  fullest  practicable  extent.   For 
instance,  the  records  provide  for  establishing,  posting,  and  using 
data  concerning  minimian  and  maximum  inventories  for  controlling 
stores  and  m.aking  purchases.   Minimum  and  maximum  inventories  have 
not  been  established  as  a  matter  of  record  to  provide  the  office 
supplies  clerk  with  a  reasonably  routine  basis  for  preparing  pur- 
chase orders  to  replenish  stocks. 

The  practice  is  for  the  stock  record  clerk  to  review 
these  records  and  bring  them  to  the  attention  of  the  superintendent 
of  printing  when  it  is  considered  that  the  minimura  inventory  of 
any  given  article  has  been  reached.   The  superintendent  personally 
determines  vvhat  maximum  inventories  should  be  carried  ?.nd  the 
quantity  of  articles  to  be  purcha.sed  for  attaining  those  maximum 
inventories,   V/ith  only  about  125  different  articles  being  carried 
in  stock  this  method  of  attempting  to  determine  and  maintain  a 
balanced  stock  position  is  not  as  time  consuming  and  ineffective  as 
would  be  the  case  for  stores  of  a  much  greater  number  of  different 
articles. 

Nevertheless  the  superintendent  of  printing  could  be 
relieved  of  a  considerable  amoiont  of  detail  work  and  routine 
decisions  if  such  inventory  data  and  puj?chase  units  were  established 
on  a  m_ore  permanent  basis.   Such  a  system  v/ould  likewise  save  time 
and  improve  the  efficiency  of  the  operations  of  the  stock  record 
clerk.   An  examination  of  inventory  records  indicated  that,  in 
relation  to  issue  experience,  some  inventories  a.re  excessive  and, 
therefore,  not  in  proper  balance  with  stocks  of  other  articles. 

The  department  has  not  established  and  put  to  use  a 
well-defined  and  effective  s7/stem  for  determining  what  articles 
will  be  carried  in  stock.   Apparently  the  determination  of  the 
articles  to  be  ca.rried  in  stock  v/as  made  about  twenty-five  years 
ago  when  the  stock  rooms  wore  established  and  few  changes  have 
been  made  since.   Although  the  record  of  stock  issues  appear  to 
justify  the  stocking  of  most  articles  it  is  believed  that  more 
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articles  should  be  stocked  which  are  novv'  puTchasod  for  delivery 
direct  to  rcquisitioners .   No  periodic  review  of  such  purchases  is 
made  to  determine  the  efficacy  of  stocking  additional  articles. 
It  is  believed  that  a  system  should  be  devised  and  put  to  use  v/hich 
v/ill  insure  that  the  stockroom.'^  carry  those  articles  in  stock  to 
the  extent  practical  for  meeting  recurring  requirements  and  to  re- 
duce the  number  of  purchases. 

It  is  also  believed  that  the  opportionitics  for,  and  the 
advantages  to  be  ^-aincd  from  standardization  have  not  been  fully 
explored  and  acted  upon.   The  subject  of  standardization  as  it  may 
affect  inventories  and  printing  operations  is  discussed  in  some 
detail  elsev^here  in  this  report, 

c ,   Stockrooms  for  Printin.rr,  Materials  and  Supplies :   The 
stockrooms  for  printing  ^^.aterials  and  supplies  carry  perpetual 
inventories  of  about  175  different  articles.   In  addition,  tem- 
porary stocks  of  materials  and  supplies  are  carried  for  use  in 
producing  printed  matter  which  is  not  of  a  recurring  nature  and 
therefore  considered  special  in  contrast  with  routine  requirements. 

The  department  does  not  maintain  stock  records  showing 
receipts,  issues,  and  inventories  of  printing  material  and  supplies 
as  arc  used  with  respect  to  office  supplies.   Officials  of  the 
department  have  expressed  the  opinion  that  inherent  spoilage  or 
loss  in  storing,  handling,  and  using  most  of  the  stocked  items  pre- 
clude the  maintenance  of  accurate  inventory  records.   Furthermore, 
in  issuing  sheet  stock  for  small  runs,  or  in  odd  lots,  no  attempt 
is  made  to  make  other  than  approximate  counts.   It  is  believed  by 
the  authors  of  this  report  that  the  problems  with  respect  to  con- 
trolling and  accounting  for  spoilage  of  printing  stock  are  similar 
to  those  encountered  in  other  businesses, ■  Inventories  of  printing 
materials  and  supplies  may  not  be  maintained  with  the  accuracy  to 
be  found  and  expected  with  respect  to  office  supplies  but  reason- 
ably accurate  entries  of  inventory  are  essential  to  provide  a  basis 
for  effective  purchasing,  establishing  and  controlling  waste,  and 
determining  printing  costs.   The  es.-^entiality  of,  and  recommendations 
with  respect  to,  inventory  records  and  controls  of  printing  materials 
and  supplies  are  discu.ssed  further  in  the  sections  dealing  with 
financial  administration  of  the  department. 

Although  a  stoclonan  is  permanently  assigned  to  the  stock- 
rooms of  printing  material  and  supplies,  no  employe  has  been  desig- 
nated permanently  to  supervise  stockroom  operations  in  the  stock- 
man's absence  or  for  his  relief.   It  is  reported  that  anyone  can 
secure  articles  from  these  stockrooms  and  frequently  does  vvithout 
the  knowledge  of  the  stockman  if  he  is  absent  from  the  stockroom 
for  any  reason.   The  stockrooms  of  office  supplies  are  kept  locked 
when  the  stockman  assigned  to  these  operations  is  not  in  attendance. 
If  a  similar  system  cannot  be  adopted  with  respect  to  the  stockrooms 
of  printing  materials  and  supplies  it  is  believed  that  employes 
should  be  designated  and  assigned  duties  for  receiving,  storing,  and 
issuing  stock  so  as  to  provide  continuous  direction  and  supervision 
of  these  operations  during  the  hours  the  printing  plant  is  in 
operation. 
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A  record  of  deliv€;ries ,  in  ledger  form,  is  ^^laintcinod  by 
the  stoclorir.n  but  is  incomplete  in  thr.t  the  printing  departnent's 
order  numbers  against  v/hicli  delivv^ries  are  made  are  not  always 
posted  to  the  lodger.   It  Is    reported  that  vendors'  shipping  papers 
frequently  omit  order  numbers,   A  check  of  some  of  these  documents 
shoY.'cd  that  such  omissions  are  common.   However,  no  attempt  is 
made  to  ascertain  these  data  from  a  check  of  open  orders  and  com- 
plete delivery  information  is  therefore  not  maintained  in  the 
ledger.   furthermore,  the  defoartm.ent  is  not  eoiuipped  v/ith  scales 
for  the  purpose  of  checking  purchases  and  deliveries  of  printing 
materials  and'^  supplies  ■  on  a  v/eight  basis.   The  policy  is  to 
accept  vendors'  or  carriers'  weights.   It  is  recomm.ended  that  the 
policies  and  procedures  of  the  department  v;ith  respect  to  receiving 
printing  materials  and  supplies  be  revised  to  provide  for  more 
accurate  checking  of  quantities  and  weights  of  such  deliveries 
and  the  reporting  of  such  data  on  formal  receiving  form.s  appropriate- 
ly distributed  to  those  organization  units  of  the  department  con- 
cerned therewith. 

The  matter  of  standardization  of  "^^rinting  materials  and 
supplies  is  discussed  elsewhere  in  t]iis  report. 

d.   Stocks  of  i'ostago:   Inventories  of  postage  are  main- 
tained in  the  department's  vault  presumably  under  the  control  of 
the  bookkeeper,   Recom.mendations  vi^ith  respect  to  the  policies  of 
maintaining  inventories  and  procedures  for  filling  requisitions 
of  postage  are  presented  in  the  section  of  this  report  deaD.ing 
with  the  financial  adm.inistration  of  the  department, 

^'-l-*      Printing  Operations 

^»   (jeneral»   V;ith  the  possible  exception  of  the  need 
for  replacing  some  equipment  in  the  job  -^ross  room  with  faster 
and  more  efficient  machines,  it  is  believed  that  on  an  overall 
basis,  the  printing  departm..cnt  is  reasonably  v/oll  equipped  to 
handle  the  "^,ore   common  and  recurring  printing  requirements  of  the 
City  and  County  agencies.   An  exam.ination  of  employe  time  and  job 
reports  shows  a  substantial  amount  of  idle  time  which  may  be 
traceable  to  a  variety  of  causes  such  as  poor  production  scheduling, 
insufficient  work,  and  the  like. 

It  is  the  opinion  of  officials  in  the  printing  department 
that  the  production  capacity  of  the  printing  department  is  not 
excessive  in  view  of  the  need  for  equipment  to  cover  breakdowns, 
the  overall  volume  of  work,  and  the  frequency  and  nature  of  many 
urgent  orders.   It  is  believed  that  this  opinion  generally  can  be 
substantiated.   The  printing  department's  production  has  significant 
f luctu^ations  beyond  its  control,  duo  to  the  need  for,  and  timing 
deliveries  of,  printing  matter. 
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The  period  of  the  dopr.rtmunt '  s  ,";reatest  activity  is 
usually  froni  February  to  Soptci-nber  of  each  year.   Durinc^  thif 
period  the  department  fills  requisitions  for  such  volume  items  as 
police  lists  used  in  billing  poll  taxes,  printing  school  .gradua- 
tion programs,  school  forms,  and  voting  lists.   An  effort  is  made 
to  hold  production  at  a  reasonably  consistent  level  by  postponing 
the  printinfj  of  many  City  docirnents  until  the  fall  and  early 
winter  after  other  heavy  printing  requirements  are  met.   One  of 
the  basic  justifications  for  establishing  and  operating  a  City- 
ovmed  printing  plant  is  that  it  provides  a  printing  service  v;hich 
is  as  fast  or  faster  than  normally  can  be  found  among  outside 
sources. 

Also,  it  is  believed  that  the  printing  department  secures 
many  urgent  requisitions  for  printed  matter  the  cause  for  which 
can  be  traced  to  the  ineffective  planning  or  inadequate  inventoiy 
controls  to  be  found  in  some  governmental  organization  imitSi   On 
the  other  hand,  it  is  likely  that  the  frequency  of  shorT-run  set- 
ups and  the  number  of  relatively  small,  urgent  orders  Is  also 
caused  to  some  extent  by  the  failure  to  establish  and  enforce  a 
practical  program  for  the  standardization  of  forms. 

It  is  believed  that  the  printing  equipment  of  the  depart- 
ment is  reasonably  varied  and  adequate  in  capacity  to  meet 
significant  variations  of  load,  urgent  orders,  and  the  broad, 
overall  production  requirements  of  the  City  and  Count?/  and  to  pro- 
vide adequate  insurance  against  the  breakdown  of  equipment.   It 
seems  evident  that  the  department  could  do  considerably  more  work 
v/ithout  any  substantial  increase  in  costs  and  this  could  be 
accomplished  by  requiring  or  encouraging  more  organization  units 
of  the  City  and  County  of  Suffolk  to  use  the  facilities  of  the 
printing  department  rather  than  outside  sources.   Furthermore, 
there  are  many  reasons  for  believing  that  the  printing  department 
is,  and  could  continue,  producing  considerable  printing  for  the 
City  and  County  at  prices  equal  to,  or  less  than,  outside  sources. 

In  recent  years,  the  gross  sales  of  printing  have 
accounted  for  approximately  80  percent  of  the  total  annual  sales 
of  the  department,  with  the  balance  of  total  annual  gross  sales 
about  equally  divided  between  office  supplies  and  postage.   The 
gross  sales  of  printing  for  the  years  19h^   through  19h^   were  as 
follows: 

Year  Amount 

19l|5-  ?37l4,26lL.83 

19[(.6  402,399.63 

19U7  510,979.56 

l9l-(-3  573,l9li-.68 

Not   all   of   these    sales   arose   from   operations   within   the   department 
but    included   v;ork  contracted   for  with   outside    sources* 


The  following  tabulation  of  printing  job  orders  issued 
in  connection  v;ith  requisitions  for  printed  natter  in  recent  years 
is  indicative  of  the  volume  of  printing  vork  handled  by  the  depart- 
ment: 

Year  Number 

191-5         5,697 

IPUo  5,990 

19[|.7  5,692 

■  1948  6,017 

b.   Contractual  Printing;  and  Related  Services:   The  print- 
ing department  does  not  have  the  facilities,  equipment,  and  staff 
required  to  perform  all  the  printing  and  related  v/ork  required  by 
Cit^T-  and  County  agencies.   Over  many  years  of  operations  successive 
managements  of  the  department  have  endeavored  to  concentrate  on 
procuring  and  utilizing  equipment  required  for  those  operations 
most  in  demand  and  for  which  it  was  considered  that  investments  in 
equipment  were  reasonably  justified.   Elsewhere  in  this  report, 
with  respect  to  the  subject  of  procurement  policies  and  procedures, 
data  were  presented  as  to  the  purchase  costs,  in  recent  years,  of 
outside  printing  and  allied  services.   Breakdowns  of  these  purchase 
costs  were  made  to  show  the  amounts  expended  for  ruling  and  binding, 
printing,  engraving,  and  the  like.   These  purchases  averaged  about 
556,000  annually  over  a  four-year  period. 

It  is  the  policy  of  the  department  to  add  20  percent  to 
such  purchase  costs  in  billing  requisitioning  organization  units. 
On  this  basis,  it  is  estimated  that  sales  of  work  contracted  by 
the  department  with  outside  soirrces  averaged  approximately  ')67,200 
annually  or  over  10  percent  of  the  total  average  gross  printing 
sales  during  the  last  four  years,   Tliis  amount  of  contractual 
printing  services  is  not  considered  excessive,  although  recommenda- 
tions are  made  in  other  sections  of  this  report  respecting  the 
mark-up  policy  and  practice. 

It  is  reported  that  the  department  rarely  has  need  for 
such  work  as  lithographing,  offset  printing,  photocopying,  and 
stereotyping,  but  that  these  services  would  be  procured  from  out- 
side sources  if  and  when  required.   Such  services  as  electrotyping, 
engraving,  perforating,,  relief  -printing,  ruling,  the  printing  of 
continuous  forms,  and  skip  numbering  represent  types  of  work  for 
which  there  are  some  requirements  and  these  services  are  procured 
from  outside  sources.   Host  binding  is  also  performed  outside 

be 
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sources.   Occasionally,  it  is  necessary  to  send  out  composing  work 
when  deadlines  cannot  be  lot  with  the  department's  own  staff.   It 
was  said  that  in  recent  years  very  little  actual  press  v/ork  has 
been  contracted  for. 
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Most  of  these  contractual  services  are  not  procured  on 
the  basis  of  public,  competitive  bids.   Recommendations  with  a 
view  to  eliminating  or  reducing  this  practice  are  made  clscv/hore 
in  this "report  in  a  discussion  of  procurement  policies  and  pro- 
cedures. 

15.   Personnel  Policies  and  Procedures 

a.  General:   In  circular  letter  No.  1,   dated  February  1, 
I9I-I-9*  the  mayor  promulgated  nev/  and  comprehensive  rules  and  reg- 
ulations governing  the  regular  service,  overtime  compensation,  sick 
leave,  and  vacation  leave  of  employes  of  the  City,   In  som.e  res- 
pects these  rules  and  regulations  differ  from  those  previously  in 
effect  and  v/111  be  discussed  in  detail  in  another  report  of  this 
series.   At  the  time  this  study  of  the  personnel  policies  and  pro- 
cedures of  the  printing  department  had  been  completed,  these  new 
rules  and  regulations  had  not  been  released. 

The  paragraphs  immediately  following  in  this  section  of 
the  report  deal  briefly  with  various  subjects  of  personnel  policy 
and  procedure,  principally  as  they  concern  operations  peculiar  to 
the  printing  department, 

b.  Employe  Organizations:   T.Iost  of  the  employes  assigned 
to  the  book  composing  room,  job  composing  room,  and  press  room  are 
members  of  some  printing  trade  union  organization.   It  is  understood 
that  not  all  apprentices  are  members  of,  or  associated  with,  a 
union.   Some  apprentices  are  employed  under  the  provisions  of  war 
training  laws.   The  employes  in  the  general  office,  building 
maintenance  unit,  and  copyholders  in  the  book  composing  room  are 
not  members  of  unions  nor  are  a  few  other  employes  of  the  department 
in  such  classifications  as  shipper,  chauffeur-laborer,  and  the  like. 

Pour  unions,  all  of  which  are  affiliated  with  the 
American  Federation  of  Labor,  have  members  among  the  employes  of 
the  printing  department.   These  imions  are: 

Boston  Typographical  Union,  No,  13 
Boston  Printing  Pressmen's  Union,  No,  67 
Boston  Press  Assistants   Union,  No,  I8  • 
International  Brotherhood  of  Bookbinders, 
Local  Union  No,  2 

The  City  has  not  signed  contracts  v;ith  these  unions  but  endeavors 
to  operate  the  printing  plant  in  accordance  with  established  union 
rules  and  regulations.   It  was  said  that  no  formal  union  committee 
has  been  organized  from  among  the  employes  in  the  department  for 
the  purpose  of  representing  them  before  the  managem.ent  of  the  depart- 
ment or  before  other  City  officials.   However,  there  is  a  wage 
scale  committee  organized  by  the  printing  trade  unions  which  confers 
with  the  employing  printers'  association  of  which  the  City  is  not 
a  member.   Nevertheless,  it  is  the  general  policy  of  the  City  to 
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conform  to  decisions  inade  in  these  conferences,-  Most  Tiatters  con- 
cerning union  employes  are  handled  by  the  superintendent  of  print- 
ing v/ith  the  plant  representative,  president,  or  business  agent  of 
the  local  union  concerned, 

c.   V'/orkin^o;  Hours :   The^  printing  depai^tment  is  normally 
open  for  business  five  days  a  week.-  All  employes  are  permitted 
an  hour  for  lunch.   The  regular  working  hoiJirs  of  general  office 
employes  are  from  9*00  A.M.  to  ^:bO   P.M.- or  35  hours  a  v/eek.   The 
head  of  the  building  maintenance  unit  works  i^-O  hours  a  wook  from 
7:30  A4M,  to  1|:30  P/I.   Tlie  two  laborers  assigned  to  the  building 
maintenance  unit  work  the  same  number  of  hours  a  week  as  the  head 
of  the  unit  but  from  8:00  A,'\    to  5*00  P,M,   Employes  of  the  book 
composing  room,  job  composing  room,  and  press  room  vifork  from 
8:30  A.M.  'to  5:00  P.M.-  -  37-1/2  hours  a  week. 

The  stockman  in  the  general  office  normally  comes  to  the 
office  at  8:30  A.M.  for  the  purpose  of  opening  and  distributing  the 
mail  and  ansv/ering  the  telephone  and  usually  remains  until  5° 00  P.M.. 

^*      Tardiness :   The  printing  department  has  some  specific 
policies  v/ith  respect  to  tardiness  that  are  apDlicable  to  all  em- 
ployes required  to  punch  time  clocks.   The  employes  not  required  to 
punch  time  clocks  include  foremen,  general  office  workers,  and  the 
staff  of  the  building  maintenance  unit,   Tv/o  time  clocks  are  in 
operation.   One  is  located  on  the  third  floor  for  the  use  of  em- 
ployes in  the  press  room.   The  time  clocks  nov;  in  use  are  rather 
antiquated  models  and  are  soon  to  be  replaced  by  electrical  in- 
struments v/ith  a  master  clock  installed  in  the  general  office. 

The  rules  and  regulations  which  have  been  formulated  and 
applied  to  all  employes  required  to  punch  time  clocks  are  stated 
briefly  as  follov/s: 

(1)  If  an  employe  is  late  for  v/ork  less  than  l5  minutes 
in  the  aggregate  in  any  v/ork  v/eek,  there  is  no  loss  of  com- 
pensation for  work  performed  during  that  v/eek, 

(2)  If  an  employe  is  late  more  than  l5  minutes  but  less 
than  29  minutes  in  the  aggregate  in  any  v/ork  iveek,  the  employe 
is  docked  one-quarter  hour  in  his  compensation, 

(3)  If  an  employe  is  late  for  v/ork  29  minutes  or  more 
in  the  aggregate  in  any  work  week,  the  em.ploye  is  docked  one- 
quarter  hour  for  each  l5-minute  period  over  the  initial  "free" 
l5-minute  period. 

The  amount  of  tardiness  is  determined  from  the  time  clock 
records  of  each  employe  and  is  calculated  not  only  v/ith  respect  to 
the  period  of  v/ork  beginning  at  7 '30  A.M.  but  also  with  respect  to 
the  period  of  v/ork  beginning  at  the  end  of  the  lijinch  hour. 


No  s'necific  rulo^^  Tec?^c.T:l\n'-'   tardlnes'^  have  been  forrnulated 
and  put  into  effoct  to  cover  those  tr-inloyoF  v/ho  are  not  required 
to  punch  time  clocks.   It  was  said  to  be  in  the  exclu.sivc  juris- 
diction of  the  sur^erintendent  of  printins^  as  to  ?;hat  disciplinary 
action,  if  any,  will  be  taken  in  cases  of  tardiness  of  such 
employes. 

An  examination  of  time  slips  showed  tha.t  they  are  sL^ned 
or  initialed  by  the  foremen.   It  was  also  found  that  some  employes 
punch  out  and  in  at  li.inch  hour  at  the  same  time.   This  double 
punching  operation  may  take  place  either  at  the  beginning  or  end 
of  the  lunch  hour.   Normally,  the  lunch  hour  is  from  12:00  noon 
to  1:00  P.i.I,  for  all  production  employes.   On  this  basis,  the  time 
records  are  not  suitable  for  establishing  actual  te.rdiness  for  work 
or  the  time  v/ork  ended  for  the  rnorninr;  work  period. 

Most  double  punching  was  said  to  be  done  by  employes  who 
bring  their  lunches  to  the  plant  and  eat  in  the  building.   There 
appears  to  be  no  reasonable  justification  for  permitting  different 
practices  with  respect  to  lunch  hour  punch5.ng  of  time  clocks. 
Therefore,  it  is  recom^ionded  that  uniformity  in  this  procedure  be 
established  by  req_uiring  all  em.ployos  who  now  punch  time  clocks  to 
do  so  at  the  beginning  and  at  the  end  of  the  lunch  period, 

^'      ^^vertime  Compensation:   It  is  reported  that  in  recent 
years  overtime  compensation  has  rarely  been  paid  to  employes  in 
the  general  office  or  building  maintenance  unit  of  the  printing 
department.   Overtime  compensation  paid  during  the  last  four  years 
v;as  as  follows: 

Year  Amount 

19l|5  ?p2,690,06 

19l|.6  2611,02 

19h7  '        1,199J40 

19l|8  1,1]  1.9, 13 

In  19'l'-5  overtime  payments  were  said  to  include  com- 
pensation for  three  firemen  assigned  to  the  building?  maintenance 
unit  who  were  responsible  for  2u-hour  operation  of,  or  attendance 
at,  the  steam  boilers  which  continuously  supplied  heat  to  the 
adjacent  police  station. 

Union  rules  and  regulations  respecting  overtime  compen- 
sation, as  adhered  to  by  the  printing  department,  differ  substan- 
tially from  those  formulated  and  put  into  effect  for  non-union 
employes  of  the  City, 

All  City  employes  arc  restricted  to  eight  hours  in  any 
one  day  and  five  days  in  any  one  week,  except  in  em.err^encies.   In 
broad  terms,  the  employes  of  the  printing  department  who  are  not 
members  of  printing  trade  unions,  are  paid  on  a  straight-time  basis 
for  the  first  eight  hours  of  authorized  service  over  uO  houi'^s  of 
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v/ork  on  any  day  other  than  thoso  days  v/hich  constitute  part  of  the 
employes'  regular  work  v/eek.  Other  authorized  overtfmc  service  is 
compensated  for  on  a  time  and  one-half  basis. 

Union  rules  and  re^^ulations  provide  for  a  v/ork  week  of 
37-I/2  hours,  'londay  throun-,h  Friday,  and  a  day's  vork  of  7-1/2 
hours.   It  is  further  proscribed  that  time  and  one-half  shall  bo 
paid  for  the  first  four  hours  vorked  overtime  and  double  time 
thereafter.   All  work  performed  on  Saturdays  is  classed  as  over- 
time,  V/hcn  work  on  Sundays  or  holidays  is  necessary,  double  time 
compensation  prevails  on  a  minim.um  of  four  hours,   V'/hen  more  than 
four  hours  is  worked  on  Sundays  and  holidays,  it  is  proscribed  that 
double  time  compensation  shall  bo  paid  on  the  actual  time  worked. 

Althoup;h  the  overtime  compensation  paid  in  the  years,  for 
which  the  tabulation  v;as  'orosented  above,  is  not  considered  exces- 
sive, it  may  be  practicable  to  reduce  or  eliminate  it  entirely  by 
better  planning  and  scheduling  of  printing  requirem.cnts  and  opera- 
tions by  the  requisitioning  organization  units  and  by  the  printing 
department.   Siu'^ficient  idle  time  appears  on  the  time  records  of 
the  department  to  indicate  that  the  capacity  of  the  printing  plant 
and  employes'  time  could  be  more  effectively  utilized  d^Jirinp;  normal 
working  hour's, 

^»   V'-"^cstions "'      At  the  time  a  study  of  the  vacation 
policies  and  practices  v;as  made,  it  v:as  said  that  the  printing 
department  was  operating  in  conformity  with  vacation  policies  pre- 
scribed in  the  mayor's  circular  letter  dated  I'.Iarch  26,  iP-'l? .   "The 
vacation  policies  in  this  letcer  v/ere  as  follows: 

"For  employees  having  less  than  one  year,  one  day  for  ■ 
each  month  of  service; 

"For  omplo^/ees  having  one  year  or  more  of  service, 
two  weeks  in  each  year; 

"For  employees  having  ten  years  but  loss  than  twenty 
years  of  service,  throe  weeks  in  each  year; 

"For  employees  having  twenty  years  or  more  of  service, 
four  weeks  in  each  year," 

An  examination  of  the  department's  personnel  records  and 
a  spot  check  of  the  vacation  leaves  granted  to  various  employes 
indicated  that  these  vacation  policies  were  being  adhered  to, 
Furtherm.ore ,  these  vacation  policies  also  are  applicable  to  employes 
who  are  members  of  unions  and  the  policies  a-^pcar  to  be  more 
liberal  than  the  minimum  requirements  contained  in  imion  rules  and 
regulations,  under  which  the  printing  department  operates. 

In  addition  to  the  vacation  schedule  outlined  above,  tho 
printing  department  normally  observes  12  holidays  each  year. 
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The  mayor's  circular  letter.  No.  1,  dated  February  1,    19^9, 
promulgates  somewhat  different  rules  and  regulations  governing  vaca- 
tion leave.   Furthermore,  this  most  recent  letter  prescribes  that 
the  provisions  relative  to  vacation  leave  as  set  forth  in  circular 
letter  dated  March  26,    19^7>  shall  be  inoperative  subsequent  to 
June  30,  19^9. 

S*   Sick  Leave:   The  personnel  records  section  maintains 
all  attendance,  vacation,  and  sick  leave  data  in  a  payroll  book. 
Provision  is  made  to  show  current  balances  of  sick  leave  and  vacation 
allowances.   It  is  reported  that  vacation  leaves  are  marked  on  pay- 
roll sheets  for  the  information  of  the  City  auditor  and  other 
officials  concerned  with  payrolls  and  vacation  data.   However,  no 
leave  slips  are  prepared  and  routed  to  the  auditor  as  additional 
authorization  or  other  record  to  support  payroll  payments  for  vaca- 
tions, sick  leave  or  other  casual  absences. 

Statutory  enactments  provide  that  foremen,  laborers, 
mechanics,  and  workmen  shall  be  entitled  to  sick  leave  with  pay  for 
periods  not  exceeding  15  working  days  annually.   Apparently,  except 
for  these  specifically  designated  employes,  no  other  employes  of  the 
printing  department  have  any  vested  right  to  sick  leave  and  the 
granting  of  sick  leave  to  these  latter  employes  is  at  the  discretion 
of  the  superintendent  of  printing. 

At  the  time  this  study  was  made,  the  mayor's  circular 
letter  No.  7,  dated  March  26,  19^7,  was  applicable  in  setting  forth 
recommended  general  policies  with  respect  to  sick  leave  as  follows: 

"Sick  leave,  other  than  the  statutory  allowance  for  fore- 
men, laborers,  workmen,  and  mechanics,  may  be  allowed  at  the  dis- 
cretion of  the  heads  of  the  departments." 

In  the  exercise  of  his  discretionary  authority,  the  super- 
intendent has  prescribed  that  all  employes  of  the  printing  depart- 
ment will  be  granted  15  days  sick  leave  annually  with  pay.   Any  sick 
leave  with  pay  requested  over  15  days  in  any  one  year  must  be 
reviewed  and  approved  personally  by  the  superintendent.   The  general 
policy  is  to  dock  production  workers  if  they  are  absent  for  periods 
exceeding  the  regulation  vacation  and  sick  leave  allowances.   How- 
ever, it  was  reported  that  a  similar  policy  was  not  automatically 
applied  with  respect  to  employes  in  the  general  office. 

It  is  the  policy  of  the  department  not  to  permit  the 
accumulation  of  sick  leave  and  not  to  require  medical  certif lca,tes 
covering  illnesses  and  sick  leaves  within  the  15  day  limit. 
Generally,  the  personnel  clerk  does  not  know  the  cause  of  employes' 
absences  but  is  instructed  by  the  superintendent  whether  to  charge 
an  absence  to  sick  leave,  vacation,  or  casual  absences. 

It  is  believed  that  policies  regarding  sick  leave  can  and 
should  be  more  definite  as  in  the  case  of  ^'acations. 


t. :  .< . 


■  -52- 

h»   Wo rl-OT] en's  C omp on 3 a t i on ;   In  recent  years,  workmen's 
compensation  payments  made  for  injuries  sustained  in  the  opera- 
tions in  the  printing  department  were  as  f  ollov^s  : 

Year     Amount 

19l|5  5  7l|.29 

1946  None 

IQliJ  27I1.29 

19li.3  788.43 

16.      S  t  anda  r di  za  t  i  on 

Supplies,  materials,  and  equipment  purchased  b;/,  or  for, 
the  printini-^  department  should  bo  reduced  to  a  minimLiin  of  types, 
qualities,  styles,  and  sizes.   Not  only  is  standardization 


inspecting,  testing,  storing,  servicing,  and  issuing  commodities. 
Obviously,  care  must  be  exercised  to  insure  that  standardisation 
is  consistent  v/ith  the  needs  of  the  print ino;  department  and  the 
organization  units  to  which  the  printing  department  furnishes 
office  supplies  and  printed  matter. 

It  is  believed  that  the  adirantages  to  be  gained  from  the 
development  and  execution  of  an  effective  program  of  standardiza- 
tion v/ere  recognized  and  the  concept  Incorporated  in  the  ordinance 
establishing  the  printing  dcpartm.ent.   Chapter  31  of  the  revised 
ordinances  of  18q8  provides  that  the  superintendent  of  printing 
shall,  "vs/henever  practicable,  standardize  all  such  printing,  binding, 
stationery  and  other  office  supplies." 

A  study  of  the  articles  carried  in  the  stockroom's  for 
office  supplies  maintained  by  the  printing  department  shows  that 
there  are  some  instances  where  greater  standardization  would  be 
practicable  in  reducing  the  number  of  items  carried  in  stock.   For 
instance,  two  or  three  makes  and  sizes  of  bottles  of  the  same  color 
of  ink  are  carried  in  stock  as  v/ell  as  six  different  colors  of  desk 
blotters  of  the  same  size. 

Although  the  need  for  greater  standardization  of  printing 
materials  and  supplies  is  not  as  appo.rcnt  as  in  the  case  of  office 
supplies,  it  is  probable  that  some  worth-while  benefits  arc  to  be 
gained  with  respect  tc^  the  greater  standardization  of  printing 
stocks  as  well.   Prom  examination  of  many  forms  in  various  depart- 
ments, the  authors  of  this  rf-.port  believe  that  greater  standardiza- 
tion in  the  size,  color,  design,  and  printing  of  forms  is  prac- 
ticable and  highly  desirable,   r.'.any  economies  and  improvements 
could  be  made  in  this  dirc;ction  irrt.spective  of  whether  or  not 
greater  standardization  could  bo  achieved  with  respect  to  the  stock 
utilized  for  forms, 
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It  is  understood  that  during  the  last  war  some  standardi- 
zation of  City  letterheads  v/as  achieved.   This  action  v/as  an 
important  forward  step  but  it  should  not  be  considered  as  the  solo 
objective  of  a  standardization  program.   From  a  historical  point 
of  viev/,  it  is  possible  that  the  lack  of  uniformity  in  stationery 
may  have  been  a  major  factor  in  drafting  this  provision  in  the 
ordinance  v/ith  respect  to  standardization,   liowevor,  it  is  believed 
that  the  wording  of  the  ordinance  makes  clear  an  intention  that 
standardization  was  to  be  applied  to  all  materials  and  supplies 
purchased  by,  or  for,  the  printing;  department  to  the  extent 
practicable. 

In  addition  to  varying  opinions  among  officials  of  the 
printing  department  as  to  the  proper  scope  of  standardization  there 
is  a  variance  of  opinion  as  to  the  responsibility  for  initiating 
a  program  of  standardization  and  carrying  it  out»   It  is  believed 
that  such  authority,  duty,  and  responsibility  is  assigned  to  the 
superintendent  of  printing  by  the  ordinance  establishing  the 
printing  department.   On  a  City-wide  basis,  it  seems  clear  that 
the  superintendent  is  expected  to  provide  the  necessary  initiation 
and  adequate  coordination  of  a  standardization  program.   From  an 
overall  viewpoint,  it  seems  cajaally  clear  that  department  heads 
and  officials  in  charge  of  the  various  agencies,  boards,  commissions, 
and  other  offices  of  the  City  government  have  the  authority,  duty 
and  responsibility  to  cooperate  effectively  v/ith  the  superintendent 
of  printing  in  achiovin'"  practical,  overall  standardization  of  the 
materials,  supplies,  and  services  which  the  printing  department 
provides,   lioweVer,  it  is  ^onrealistic  to  expect  tho.t  all  of  these 
officials  will  take  the  initiative  for  standardization  and 
approach  the  superintendent  of  printing  for  advice  and  direction. 

Studies  of  other  departments  have  shown  that  the  heads 
of  those  departments  have  not  exercised  sufficient  initiative  on 
their  own  account  to  obtain  the  fullest   practica.ble  standardiza- 
tion of  materials  and  supplies  provided  for  their  departments  by 
the  printing  department.   Many  forms  such  as  departmental  requisi- 
tions, inspection  reports,  transmittals,  and  the  like,  are  con- 
sidered suitable  for  standai-'dization. 

As  a  result  of  these  findings,  it  is  recommended  that 
the  superintendent  of  printing  take  the  initiative  to  formulate  a 
practicable  program  for  the  standardization  of  the  materials, 
supplies,  and  services  provided  by  the  printing  department  and 
that  ho  solicit  the  cooperation  of  City  officials  necessary  for 
putting  the  program  into  effect. 


17*   Financial  Administration 

^'      (jeneral :   The  costs  of  ^laterials,  supplies,  or  services 
provided  by  the  :^rinting  departiient  to  other  organization  Linits  of 
the  City  and  Counter  agencies  are  recovered  throu-^h  billings  based 
upon  the  experience  v;ith  each  job,   Because  the  department  should 
operate  on  a  self-supporting  basis,  its  cost-  recoveries  must  in- 
clude intangible  item.s,  such  as  depreciation,  in  order  to  assure 
continuity  of  operation  at  any  given  level  without  drav/ing  direct 
upon  the  general  revenue  sources  of  the  City,   In  practice,  it  is 
impossible  to  allocate  costs  to  lobs  in  so  exact  a  manner  as  to 
recover  the  precise  amount  of  total  expenses  incurred,   A  small 
operating  loss  or  profit  must  always  be  expected  for  each  year's 
operation.   Over  a  long  term,  however,  costs  should  be  charged 
against  jobs  in  such  a  manner  as  to  avoid  accumulating  any  sub- 
stantial operating  surplus  or  deficit  v/hile,  at  the  same  tim-O,  as- 
suring the  appropriateness  of  each  individual  recovery,,   This 
principle  underlies  most  of  the  recommendations  in  this  section, 

^*   Budgets  and  Appropriations;   Appropriations  for  op- 
erating expenses  of  the  department ,  exclusive  of  the  anticipated 
expenditures  for  purchases  of  office  supplies  and  postage  for  re- 
sale, are  provided  for  in  a  manner  similar  to  the  policy  adopted 
for  other  departments,   A  separate  li:im.p  sum  appropriation  is  made 
to  the  department  for  purchases  of  office  supplies  and  postage  for 
resale  to  other  departments.   Appropriations  for  such  purchases  are 
also  made  to  each  using  department  in  detail.   No  income  estimates  . 
for  the  department  appear  in  published  budget  documents.   The 
operations  of  the  printing  department  are  carried  in  the  "special 
revenue  funds"  account  of  the  city  auditor  for  budgeting  and  bud- 
getary control  purposes. 


As  recommended  in  the  report  in  this  series  on  the 
financial  administration  of  the  City  in  general,  the  operations  of 
the  printing  department  should  be  carried  in  an  entirely  separate 
working  capital  fund.   The  fujid  should  serve  to  accoLint  for  the 
assets,  liabilities,  expenses,  income,  and  surplus  or  deficit  of 
the  printing  department  as  a  separate  accounting  entity,  parallel- 

The 
applied 

- , ,_,  _.jpartment 

as  a  separate  entity.   The  estimated  revenues  from  sales  should  be 
appropriated  to  meet  the  expenditure  needs  payable  from  the  fund. 
Appropriations  should  be  made  on  a  major  expenditure  classification 
basis.   Any  accumulated  fund  operating  surplus  of  significant  size 
could  be  reduced  by  appropriation  and  transfer  of  all  or  a  part  of 
it  to  the  general  revenues.   Conversely,  any  operating  deficit 
should  be  covered  by  an  appropriation  from  general  revenues, 

^ •   Acceptance  of  Ord ers  and  Billing  and  Collecting 
Procedures :   Department  officials  wishing  to  purchase  printed 
material,  stamps,  stationery,  and  office  supplies  submit  requisi- 
tions direct  to  the  printing  department,  detailing  the  item^s  re- 
quired»   In  the  case  of  printed  inaterial  v/hich  must  bo  produced 
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in  the  plant,  or  by  outside  sources,  the  using  department  sometimes 
requests  estimates  of  costs  before  the  job  is  authorized.   Such 
estimates  are  made  by  the  superintendent  of  printing.   Estimates, 
of  course,  are  not  required  for  stamps  and,  ordinarily,  they  are 
not  required  for  office  supply  items  to  bo  issued  from  stock.   The 
form  of  department  requisitions  is  standard  only  for  those  depart- 
ments under  the  direct  control  of  the  m.ayor,   Tiequisitions  from 
other  departments  may  bo  in  any  of  several  forms.   Dopa^ftment  re- 
quisitions are  not  approved  by  the  City  auditor  before  acceptance 
at  the  printing  department,  and  the  City  has  no  assurance  that 
sufficient  funds  have  be  jn  appropriated  to  the  requisitioning 
department  to  meet  the  cost  of  tlio  materials  or  supplies  ordered 
before  work  is  undertaken  or  delivery  is  made. 

For  jobs  involving  printing,  a  cost  sheet  is  opened  and 
processed  as  described  herein  to  establish  the  proper  billing 
price.   For  items  ordered  from  stock,  a  varying  marku.p  is  applied 
to  inventory  prices.   A  standard  m.ar],i"up  is  applied  to  purchases 
from  outside  sources  for  direct  delivery  to  the  requisitioning 
departments,   Stam.ps,  of  cour'sc,  cai'ry  no  m.arkup.   Upon  delivery 
of  the  itom.s  ordered,  an  "encuraberinr"  order  is  sent  to  the  citv 
auditor's  office  where  entries  are  made  to  reduce  the  free  balances 
of  appropriations.   But  at  this  time,  the  cost  of  the  job  lias  al- 
ready become  a  liability  of  the  requisitioning  department.   At  the 
same  time,  bills  are  prepared  and  submitted  to  the  using  department 
and  in  different  form  to  the  City  collector  and  auditor.   The  city 
collector,  in  turn,  receives  a  City  check  from  the  treasurer  by 
direction  of  the  auditor,  in  pa3rment  of  each  bill.   Collections  are 
reported  to  the  printing  department  and  deposited  with  the  city 
treasurer  for  credit  to  the  printing  departm.ent.   This  description 
of  the  procedures  used  is   oversimplified.   Fuller  explanation  of 
their  significance  to  the  printing  department  appears  elsovi^hcre  in 
this  report  in  connection  with  the  discussion  of  accoujiting  records. 

One  serious  fault  in  this  procedure  is  the  lack  of  pro- 
vision for  ascertaining  the  availability  of  anpropriated  funds  be- 
fore an  order  is  accepted  by  the  printing  department.   It  is  thus 
entirely  possible  for  expensive  printing  jobs  to  be  ijoidertaken  or 
large  quantities  of  supplies  to  bo  purchased  for  a  department  when 
that  department's  appropriations  for  those  purposes  are  ojdiausted. 
Discovery  of  the  actual  ezJiau.'^'tion  of  appropriations  after  the 
printing  department  has  incurred  expenditures  lias  led  to  def easting 
the  intent  of  budgetary  controls  by  withholding  bills  until  the 
succeeding  year,  and  by  employing  other  devices. 

It  is  recommended  that  appropriations  for  purchases  from 
the  printing  department  be  encumbered  as  is  in  the  case  of  other 
classes  of  purchases.   If  tlie  responsibility  for  supplying  the 
various  departments  with  office  supplies  and  postage  v;ore  trans- 
ferred to  the  su.pply  department  or  other  a.gcncy  as  elsewhere  sug- 
gested, encumbrances  for  these  supplies  could  be  arranged  for  by 
use  of  the  regular  purchase  order  rou.ting  system,  now  used  to  handle 
other  comm.itments  processed  by  the  supply  department  or  other  agency. 
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In  the  case  of  orders  for  prl-nting,  wliich  require  the 
establishment  of  an  e<^timate  of  costs  before  a  reasonably  accurate 
encumbrance  can  be  set  up,  the  -nrocedure  for  encumbering  appropria- 
tions will  depend  upon  the  relationship  finally  established  between 
the  printing  department  and  the  other  departments.   If  departments 
continue  to  order  direct  from  the  printing  department  either  by 
compulsion  or  at  will,  cost  estimates  should  be  pre'oared  for  each 
requisition  as  received,  and  the  requisition,  or  similar  form., 
should  be  routed  to  the  auditor  for  encumbering  the  department's 
appropriation  and  the  certification  of  availability  of  funds 
before  the  actual  job  is  undertaken.   In  emergency  situations, 
which  adequate  planning  should  minimize,  the  availability  of  funds 
should  be  ascertained  by  telephone  and  a  confirming  requisition 
sent  to  the  auditor. 

The  collecting  of  printing  departm.ent  billings  through 
submission  of  bills  to  the  collecting  department  and  preparation, 
issuance,  and  redeposit  of   checks  is  needlessly  roundabout,  and 
entails  much  Linnecessary  clerical  v.'ork.   The  creation  of  a  v/orking 
capital  fujid,  as  recommended  herein,  to  carry  the  operations  of 
the  printing  department  would  facilitate  a  miich  si.m.pler  m.ethod  of 
collecting  billings.   Upon  completion  of  a  job  or  delivery  of 
supplies,  the  printing  department  would  submit  a  bill  cither  to 
the  requisitioner  or  the  City  auditor,  depending  upon  whether  or 
not  the  existing  system  of  processing  invoices  is  m.odifled  as 
recommended  in  another  report  of  this  series.   In  either  case, 
after  the  invoice  has  been  preaudited  in  the  auditor's  office, 
payment  would  be  made  to  the  printing  department  by  a  bookkeeping 
transfer  from  the  fund  supporting  the  invoiced  department  to  the 
printing  department  fund.   The  issuance  of  City  checks  v;ould  be 
entirely  elim.inated. 


a 


The  use  of  non-standard  requisitions  should  be  elim.inated 
..^  well.   The  differences  in  form  and  content  encountered  by  the 
printing  department  under  the  present  system  require  the  trans- 
position of  informiation  on  reciuisitions  to  a  standard  form  for  the 
convenience  of  the  printing  department.   Vihethor  or  not  all  City 
and  CouTity  departments  eventually  are  required  to  employ  standard 
purchasing  forms  for  all  materials,  certainly  any  documents 
reaching  the  printing  department  should  be  in  standard  form, 

A  special  procedure  is  used  for  filling  stamp  requisi- 
tions.  The  printing  departmiont  periodically  receives  a  large 
check  from  the  City  treasurer  for  stamp  purchases,  which  it 
deposits  in  a  special  bank  account,   A  stock  of  stamps  sufficient 
for  ordinary  needs  is  maintained  in  the  office  vault  and  re- is  sued 
to  requisitioning  departments,   Vihon  an  outlying  department  re- 
quires stamps^  however,  it  may  bo  issued  a  chock  clrav/n  upon  the 
printing  department  bank  account  with  vi/hich  to  make  the  stamp  pur- 
chase itself.   The  use  of  a  separate  bank  accoujit  for  this  purpose 
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must  bo  condeinncd  and  the  account  should  be  elminatcd,  even 
though  the  transactions  of  the  account  are  subjected  to  annual 
audit. 

Practically  all  of  the  City's  outgoing  mall  could  be 
handled  on  postage  meters  operated  at  strategic  central  locations, 
a  T3rocedure  v;hich  would  ass^'re  better  control  over  the  use  of 
stamps.   In  those  few  cases  v/here  metered  mailing  is  impractical, 
departments  could  either  pu-rchase  small  quantities  of  stamps  out 
of  nctty  cash,  if  they  are  maintaining  such  funds,  or  could  be 
permitted  to  requisition  small  quantities  from  whatever  agency  is 
m.aintaining  the  central  office  sunply  stockroom.   This  agency, 
however,  should  not  have  its  ovm   bank  account  for  stamp  pui-'chases. 
Any  small  purchases  of  stam.ps  it  v/ould  be  required  to  make  could 
be  arranged  through  the  issuance  of  a  Gltj   check  payable  to  the 
post  office,  dravjn  upon  the  funds  of  the  agency  by  the  city  auditor 
or  treasijrer. 

The  printing  department  occasionall;/  sells  printed 
materials  to  private  individuals  or  organizations.   Such  sales  are 
limited  to  materials,  printed  at  the  request  of  municipal  depart- 
ments, which  may  be  of  use  to  outsiders.   Not  all  such  sales  are 
made  for  cash  and  the  printing  department  is  currently  carrying  a 
small  amount  of  uncollectible  receivables  arising  from  them.   It 
is  recommended  that  no  sales  be  m.adc  to  agencies  outside  the  City 
and  County  government?  except  on  a  cash  oasis.   This  policy  should 
be  applied  to  pseudo-official  transactions  as  well,  where  the  pijr- 
chaser  claims  some  official  capacity  or  claims  the  purchase  to  be 
in  the  interest  of  some  department.   In  cases  of  this  sort,  it 
would  be  a  sim.ple  matter  for  the  department  itself  to  requisition 
printed  matter  where  the  need  for  it  is  bona  fide. 

d.   Control  over  Sxioenditures :   The  method  of  handling 
purchases  of  the  printing  department  depends  upon  the  appropriation 
under  which  the  expenditure  is  to  be  made.   Purchases  made  under 
the  appropriation  in  lump  sum  for  office  supplies  and  postage, 
whether  destined  for  stores  or  direct  delivery  to  departments,  are 
m.ade  by  the  printing  department  itself  without  reference  to  any 
central  pur-chasing  agency.   A  purchase  order  on  the  department's 
ov;n  form  for  office  supnlios  is  prepared  in  duplicate,  one    copy 
being  retained  for  files  and  the  other  being  forwarded  to  the  ven- 
dor.  No  encumbrance  is  set  up  hj    the  '^■ity  auditor  for  these 
orders,  the  appropriations  for  the  printing  department  not  being 
charged  until  the  department  eventually  forv./a.rds  a  statement  of 
invoices  to  the  auditor  for  reviev/  and  Darym.ent,   The  lack  of 
control  over  expenditures  under  appropriations  inherent  in  this 
procedure  can  easily  result  in  over-expenditure,  and  steps  should 
be  taken  to  change  the  accounting  system  accordingly.   It  is  sug- 
gested that  the  printing  department  purchase  orders  be  routed  to 
the  auditor  before  issuance  to  a  vendor  for  certification  of  avail- 
ability of  funds  and  entry  of  an  appropriation  encum.brance.   This 
routing  should  be  provided  for  whether  printing  department  purchases 
are  made  directly  or  through  a  central  supply  department. 
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As  materials  ordered  iinder  printing  department  approp- 
riations are  received,  the  receiving  clerk  makes  an  entry  in  a 
receiving  register  showing  the  name  of  the  vendor,  the  description 
of  the  goods  received,  the  date  and,  when  indicated  by  the  vendor, 
the  number  of  the  purchase  order  or  job.   The  individual  who  re- 
ceives materials  has  no  copy  of  the  purchase  order  at  hand  and  so 
cannot  otherv/ise  identify  shipments  wdth  orders.   Upon  receipt  of 
an  invoice,  a  clerk  in  the  administrative  offices  examines  the 
receiving  register  to  determine  whether  the  invoiced  goods  have 
actually  been  received,  and  checks  off  entries  as  they  are  matched 
against  invoices  before  the  department  prepares  a  statement  of 
invoices  for  the  auditor. 

This  type  of  receiving  record  is  inadequate  because  it 
provides  no  positive  check  of  the  identity  of  invoice  and  shipment; 
the  comparison  is  a  one-shot  visual  check;  nor  does  it  provide  for 
any  means  of  automatically  aggregating  open  purchase  orders.   If 
the  receiving  clerk  were  supplied  with  a  copy  of  each  purchase 
order  with  the  quantities  blocked  out,  a  certification  of  actual 
receipt  could  be  entered  on  the  ord^r,  and  the  order  sent  to  the 
administrative  offices  in  support  of  payment  of  invoices.  A 
similar  system  of  acknov/ledging  receipt  on  orders  for  services 
should  be  installed.   Reference  should  be  made  to  the  report  on 
purchasing  procedures  for  further  discussion  of  receiving  procedures. 

A  somev/hat  different  system  is  employed  in  the  case  of 
purchases  for  the  account  of  a  department  or  for  stores  to  be  paid 
for  under  the  iLim.p  sum  appropriation  for  office  supplies  and  post- 
age.  Purchases  of  this  class  are  initiated  with  a  throe-copy 
pui'^chase  order,  one  copy  of  which  is  retained  for  files,  another 
copy  of  which  is  routed  to  the  vendor,  and  the  third  copy  of  which 
is  routed  either  to  the  requisitioner  or  the  stockroom.   Again,  no 
provision  is  made  for  encumbering  the  appropriation,  a  condition 
which  should  be  corrected  as  suggested  for  other  t37"pos  of  purchases. 
In  this  case,  however,  the  third  copy  of  the  purchase  order  becomes 
a  receiving  report  and  is  retuj-^ned  to  the  printing  department  upon 
receipt  of  goods  to  support  pa^rraent  of  invoices. 

With  respect  to  the  expenditures  of  the  printing  depart- 
ment for  postage,  it  was  noted  that  the  control  over  Virithdrawals 
of  stamps  from  the  stock  maintained  for  departments  is  very  loose. 
Small  lots  of  stamps  are  removed  by  various  administrative  staff 
members,  and  the  records  of  v/ithdrav;als  are  inadequate.   As  a 
result,  when  the  total  amount  of  stamps  issued  is  reconciled  with 
the  stamp  inventory  and  purchases,  the  stamp  account  seldom  balances, 
and  the  amount  of  stamps  missing  is  simply  charged  to  the  printing 
department  by  joiornal  entry*   It  is  recommended  that  the  central 
stock  of  stamps  be  kept  under  lock  and  key,  and  that  one  individual 
be  designated  as  custodia.n.   The  custodian  should  obtain  a  receipt 
for  any  stamns  issued  for  the  use  of  the  printing  department.   If 
this  procedure  were  adopted,  all  stamips  issued  could  bo  definitely 
accounted  for  during  periodic  inventories. 
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^*   Accorintln,^!;  -  Gonfiral;   The  printing  department  main- 
tains a  rather  complete  set  of  general  ledger  accounts,,  including 
normal  asset,  liability,  income,  expense,  and  surplus  accounts, 
paralleling  those  Vi/hich  v/ould  be  found  in  a  comparable  business 
enterprise  (except  that  no  distinct  cost  accounts  are  maintained). 
Tiesc  accounts  are  kept,,  for  the  most  part,  on  an  accrual  basis, 
and  moot  all  the  basic  management  needs  of  the  department.   The 
accounts  of  the  operations  of  the  department  licpt  in  the  central 
city  records  are  entirely  different  in  natm-^e.   Those  accounts, 
which  are  kept  in  the  City  auditor's  office,  arc  designed  solely 
to  reflect  the  status  of  the  department's  appropriations  and  income. 
They  take  no  cognizance  of  assets,  liability,  or  sm^plus,  other 
than  as  they  may  affect  appropriation  or  revenue  accounts.   The 
auditor's  accounts  with  respect  to  printing  department  revenues 
treats  the  realizations  of  revenues  on  a  different  basis  from  the 
treatment  accorded  them  in  accoimts  of  the  printing  department,  so 
that  the  balances  of  the  two  accounts  at  an3r  one  time  are  different. 

It  is  recommended  that  the  accounts  of  the  central  ac- 
counting^ office  be  altered  to  include  all  of  the  .gcreral  led.ger 
accounts  now  maintained  in  the  printin.g  department  itself  so  that 
statements  drav/n  from  them  will  reflect  the  true  position  of  the 
department.   To  avoid  duplication  of  bookkeeping  effort,  most  of 
the  accoimting  work  nov/  performed  in  the  printing  department  could 
be  eliminated  as  soon  as  the  auditor's  records  begin  to  produce 
the  necessary  information.   Certain  memorandiom  records  must  be 
continued  in  the  printing  department  to  facilitate  establishment 
of  current  costs  and  local  control  over  outstanding  accounts  re- 
ceivable, but  no  general  ledger  accounts  would  be  required  in  the 
printing  department.   Frequent  reports  on  the  status  of  the  depart- 
ment should  be  supplied  by  the  auditor, 

f.   Accounting  for  Receivables ;   The  status  of  receiv- 
ables arising  from  sales  of  materials,  supplies,  or  services  is 
reflected  in  the  books  of  the  printing  department  through  entries 
in  a  sales  book  and  subsequent  postings  therefrom  to  a  general 
ledger  v;here  debits  and  credits  to  each  roquisitionin.g  org::iniza- 
tion  unit  are  carried  in  individual  accounts  under  a  general  ac- 
counts receivable  control.   Periodically,  the  printing  department 
also  prepares  summ.ary  schedules  of  the  amounts  due  from  each  re- 
quisitioncr.   These  schedules  consist  of  listings  of  the  total 
amounts  receivable  from  each  requisitioncr ,  shov/ing  amounts  aris- 
ing from  purchases  of  printing,  office  supplies,  and  postage 
separately,  and  are  prepared  in  triplicate.   Copies  arc  forwarded 
to  the  offices  of  the  City ' collector  and  City  auditor,  and  one 
copy  is  retained  for  files,   The  copy  supplied  to  the  City  collector 
becomes  the  basis  of  that  department's  action  to  collect  from  the 
City  treasurer,  while  the  copy  supplied  to  the  auditor  serves  to 
establish  his  records  of  department  commitments, 

V^hen  the  City  auditor  authorizes  the  issi;ance  of  checks 
in  payment  of  invoices  received  from  departments,  a  statement  of 
invoices  so  paid  is  forwarded  to  the  printing  department.   Prom 
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this  statement,  after  some  analysis,  the  printing  department  posts 
credits  to  the  ledger  accounts  with  various  departments  and  to 
its  copies  of  the  schedules  described  above*   Similar  credit 
notations  are  made  by  the  City  collector  and  City  auditor  to  their 
copies  of  the  schedules.   Thus,  at  least  four  complete  records  of 
the  status  of  receivables  arc  maintained;  two  by  the  printing 
department,  and  one  each  by  the  auditing  and  collecting  departments. 
The  adoption  of  the  proposal  previously  made  for  the  elimination 
of  chock  payments  for  intordepartmont  transactions  would  auto- 
matically eliminate  the  necessity  for  ^Tiarticipation  of  the  City 
collector  in  such  transactions.   Duplication  of  effort  in  maintain- 
ing accounts  with  individual  departments  as  betvreen  the  printing 
department  and  the  auditor *s  office  could  also  be  eliminated  inso- 
far as  details  are  concerned  by  the  transfer  of  the  general  accounts 
of  the  department  to  the  auditor's  office  as  recommended  herein* 
If  this  step  v/ere  taken,  accoimts  with  each  department  could  be 
kept  by  the  printing  department  bookkeeper;  only  a  control  account 
v/ould  be  necessary  in  the  auditor's  office.   A  monthly  certifica- 
tion of  obligations  incurred  could  be  forv/arded  to  the  auditor, 
v/here  inter-fund  transfers  would  be  made  accordingly,  and  encum- 
brances liquidated. 

In  the  auditor's  office,  of  course,  expenditures  for 
printing,  department  services  would  be  charged  against  the  appro- 
priations for  each  der)artmcnt  and  credited  to  the  revenue  accoijnts 
of  the  printing  department. 

g.   Accounting  for  Costs:   In  general,  the  printing 
de^-^artment  arrives  at  the  '^cost"  of  the  materials  and  services 
which  it  sells  to  other  departments  by  a  system  of  memorandum  job 
and  unit  pricing  entirely  divorced  from  its  general  accoLinting 
records,   V^hen  preparing  audit  reports,  the  outside  auditors  retain- 
ed by  the  City  auditor  prepare  cost  statements  from  the  general 
ledger  accounts  of  the  department  by  analyzing  the  composition  of 
each  total  shov/n  for  eXT:)enditure  classes,  and  distributing  these 
expenditures  to  appropriate  process  cost  classes  for  the  period 
covered  by  the  statements, 

ViTiilo  the  introduction  of  a  full  set  of  cost  accounts  in 
the  general  accounting  records  is  not  recommended,  more  frequent 
analysis  of  such  accounts  as  are  now  kept  is  definitely  needed, 
especially  dioring  periods  of  rapidly  changing  costs.   The  failure 
of  the  printing  department  to  keep  abreast  of  the  changing  cost 
picture,  or  to  make  effective  use  of  the  information  revealed  by 
cost  analyses  has  led  to  substantial  operating  losses  for  the 
department.   The  most  recent  profit  and  loss  statement  available, 
v/hich  reports  the  operations  of  the  calendar  year  Ip-^-l-T*  indicates 
a  net  loss  for  the  year  of  almost  ,^19,000,   Losses  for  previous 
years  were  even  larger.   If  the  department  is  to  be  operated  on  a 
self-supporting  basis,  it  is  obviously  necessary  to  change  the 
methods  of  arriving  at  charges  for  services. 


I 
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h.   Charges  for  Printin.p;  V/orkr  For  purposes  of  arriving 
at  job  costs  for  printinf5  orders,  the  printing  department  employs 
job  tickets  designed  to  siJimmarize  the  hotirs  of  direct  labor  ap- 
plied during  the  various  phases  of  the  printing  process,  the 
amounts  of  material  drawn  from  stock  for  each  job,  and  the  cost  of 
v/ork  done  by  outside  vendors  for  each  job.   The  details  of  the 
methods  of  posting  data  to  the  job  tickets  need  not  be  described 
in  detail.   In  brief,  the  problem  is  handled  by  establishing  a  file 
of  job  tickets  in  the  administrative  offices  for  v^/ork  in  nrocess 
and  feedin.o;  time  and  material  reports  from  the  various  plant 
organization  units  to  the  open  tickets.   The  translation  of  this 
data  into  cost  figures  and  prices  is  done  as  follows: 

1.  The  number  of  hours  reported  for  direct  labor  on  each 
process  is  multiplied  by  a  cost  factor  to  establish  the  total 
cost  of  processing  by  each  plant  organization  unit*   For 
example,  the  time  of  one-man  press  operations  is  multiplied  by 
:)5«50  to  establish  the  cost  of  running  a  job  through  this 
type  of  press.   The  cost  factors  used  ar^c  admittedly  rule-of- 
thumb,  and  are  not  revised  against  periodic  cost  analyses* 

The  cost  of  certain  processes  may  be  entirely  disregarded. 
For  example,  proofreading  timc^  which  is  especially  important 
for  the  type  of  copy  v/hich  the  departm.ent  handles,  is  fre- 
quently disregarded  in  extending  costs  even  though  it  is 
recorded  on  job  tickets. 

2,  The  withdrawals  from,  stock  are  extended  at  the  "most 
reasonable  recent  price,"  as  indicated  by  a  file  maintained 
in  the  administrative  offices.   Ho  perpetual  inventories  are 
maintained  for  r^rinting  stock, 

3*   The  actual  cost  of  outside  work  is  extended, 

V;hen  extensions  of  cost  data  have  been  completed,  the  job 
tickets  are  reviewed  by  the  superintendent  of  printing  to  arrive 
at  charges  for  the  work.   The  steps  in  this  process  are  as  follows: 

1.   The  costs  reflected  by  extension  of  direct  labor 
charges  are  considered  in  the  light  of  their  "reasonableness." 
If  they  av^pear  to  be  unreasonably  high,  or  out  of  line  with 
similar  jobs  completed  in  the  past,  the  superintendent  will 
substitute  his  own  idea  of  what  constitutes  reasonable  charges, 
The  necessity  for  this  juggling  of  processing  costs  arises 
primarily  from  the  inaccLiracy  of  time  records  submitted  from 
the  various  departments.   Those  time  sheets  show  a  tendency 
to  charge  labor  to  jobs  hj   major  fractions  of  hours  only,  and 
to  charge  as  much  idle  time  as  possible  to  jobs.   For  this 
reason,  accumulated  time  on  a  job  maj   be  entirely  out  of  line 
with  what  the  superintendent  knov;s  from  long  experience  would 
be  justified,  and  he  makes  adjustments  accordiiigly. 
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2,   Special  treatment  is  given  to  jobs  containing  solid 
printing  for  the  most  part,  as,  for  example,  the  City  Record, 
On  such  jobs,  the  direct  labor  cost  extensions  foF  composition 
time  are  usually  ignored  and  composition  time  is  priced  at  so 
much  per  em.   The  charge  per  em,  like  the  cost  factors  ap- 
plied to  direct  labor  hours,  is  admittedly  arbitrary  from  a 
cost  standpoint. 

2,i      A  flat  20  ^lercont  is  added  to  the  cost  shown  for 
printing  materials  and  supplies, 

l\.^      A  flat  20  percent  is  added  to  the  cost  shown  for 
outside  worki 

5,   The  charges  for  processing,  materials,  and  outside 
work  are  totaled  to  produce  the  amount  of  the  billing,   Vjhere 
a  job  has  been  accepted  on  a  bid  basis,  the  amount  of  the  bid" 
is  billed  regardless  of  the  charges  arrived  at  by  this  process. 

This  method  of  arriving  at  prices  for  jobs  gives  lip 
service  only  to  the  purpose  behind  the  accijcnulation  of  job  costs. 
The  cost  factors  used  are  inaccurate,  and  after  the  "cost''  of  a 
job  has  been  ascertained  by  using  them,  this  figure  is  often 
largely  ignored  and  a  "reasonable"  charge  made.   That  a  distinction 
is  drav;n  between  the  cost  of  a  job  and  the  charge  made  for  it  is 
surprising,  since  the  objective  of  the  printing  department  is  to 
recover  costs  alone.   The  fact  that  the  department  has  been  ex- 
periencing net  losses  for  several  yeo,rs  demonstrates  that  charges 
are  not  adequate  in  total.   The  annual  audit  report  for  at  least 
the  last  three  years  has  repeatedly  recommended  a  review  of  the 
methods  of  arriving  at  charges. 


It  is  recommended  that  the  entire  concept  of  charging 
for  printing  v7ork  be  changed,  with  the  principal  objective  of  ar- 
riving at  as  close  a  figure  as  is  possible  for  the  actual  costs  of 
each  job  and  using  that  figure  as    the  charge  for  the  job.   The 
changes  in  existing  procedure  necessary  to  achieve  this  objective 
are  outlined  below: 

1,   Undertake  a  careful  re-analysis  of  the  actual,  ex- 
perienced, current  relationship  between  direct  labor  time  in 
each  processing  organization  unit  of  the  printing  department 
and  the  total  costs  of  operating  the  department;  a  similar 
analysis  should  be  made  for  ems,  where  this  measurement  will 
be  used  for  solid  work. 


2.   Adopt  procedures  v/hich  will  assure  the  charging  of 
labor  to  jobs  within  fivc-mlnute  accuracy.   This  might  be  done 
through  the  policing  of  time  shoots  by  foremen,  or,  if  neces- 
sary, by  the  installation  of  electric  time  clocks  on  v'hich  the 
exact  time  of  the  beginning  and  ending  of  the  application  of 
labor  to  a  job  could  be  recorded. 
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3.   Multiply  the  exact  nu:nbor  of  hours  for  each  step  in 
the  job  processing  b;^  a  factor,  developed  as  in  Par.  1, 
which  will  convert  direct  labor  hours  to  cost  of  direct  labor 
plus  manufacturing  overhead.   Every  distinct  step  in  the  pro- 
cessing of  jobs  should  be  accounted  for,  including  proofread- 
ing* 

[[.*   Set  up  a  perpetual  inventory  system  to  control  stock 
of  printing  materials  and  supplies •   Such  an  inventory  is 
required  as  a  matter  of  property  control,  would  provide  a 
basis  for  intelligent  ordering,  and  would  help  to  establish 
and  control  losses  from  waste.   In  addition,  it  would  permit 
the  charging  of  materials  or  supplies  to  jobs  on  a  much  more 
accurate  basis  than  is  possible  at  present.   Jobs  should  be 
charged  on  the  basis  of  the  average  cost  of  the  stock  from 
which  materials  or  supplies  are  withdrawn* 

5i   Charge  each  job  v/ith  the  invoiced  price  of  work  done 
outside  the  printing  plant. 

6i      The  si-im  of  the  processing  costs,  materials,  and 
supplies,  and  outside  work  costs  should  tl'-.en  be  taken  as  the 
cost  of  the  job  ^.rising  from  non-administrative  expenses.   To 
this  figure  should  be  added  a  percentage  factor  for  adminis- 
trative overhead  expenses  allocable  to  the  job.   The  percent- 
age factor  used  should  be  adopted  after  an  investigation  into 
the  relationship  betv/een  manufacturing  costs  and  administra.tive 
expenses.   The  total  of  the  manufacturing  expenses  and  al- 
located administrative  overhead  should  be  the  price  charged 
for  the  job.   No  re-examination  of  estimated  costs  to  es- 
tablish a  reasonable  charge  should  be  necessary,  because  the 
accumulated  and  recorded  costs  v/ill  simply  become  the  price 
of  the  job. 


The  procedure  outlined  above  calls  for  no  major  adjust- 
ments in  the  manner  of  accumulating  data  on  job  tickets.   The 
ticket  itself  might  be  redesigned  to  eliminate  the  present  pro- 
vision for  converting  "cost"  to  "charge,"  and  to  provide  space  for 
totaling  manufacturing  cost  before  applying  the  administrative 
overhead  factor.   The  only  other  change  in  detailed  procedure  re- 
quired is  in  the  method  of  recording  labor  time. 

To  sim.plify  procedures,  and  to  avoid  charging  varying 
prices  for  identical  jobs  done  at  different  times  or  for  different 
departments,  a  standard  schedule  of  Linit  prices  for  certain  types 
of  jobs  should  be  developed,  but  should  be  adjusted  from  time  to 
time  to  reflect  changing  costs.   Standard  pricing,  however,  should 
be  restricted  to  those  jobs  which  are  frequently  requested  and  for 
v/hich  the  costs  should  theoretically  always  be  the  same.   The  im- 
printing of  return  addresses  on  envelopes  is  a  good  example  of 
the  typo  of  job  referred  to. 
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Acceptance  of  this  proposal  would,  however,  require  a 
rather  basic  change  in  the  philosophy  of  the  administrative  of- 
ficials of  the  printinf^  department.   The  cost  factors  used  must 
be  reviev/ed  frequently  to  determine  whether  or  not  changes  have 
occurred  of  sufficient  importance  to  warrant  adjusting  the  factors. 
In  order  to  accomplish  this,  the  department  bookkeeper  should  be 
required  to  accumulate  memorandum  cost  data,  to  recompute  the  cost 
factors  from  actual  experience  at  least  at  quarterly  intervals,  and 
to  direct  the  use  of  altered  factors  from  time  to  time  as  required. 
The  billing  of  accounts  from  job  tickets  should  be  accomplished 
directly  from  job  tickets  without  reference  to  the  superintendent 
of  printing,  who  should  not  be  required  to  occupy  himself  v^^'ith  this 
strictly  clerical  operation.   Special  cases  m.ay  arise  ^  of  course, 
where  for  extraordinary  reasons  it  '-lay  bo  desirable  to  charge  out 
a  job  at  less  or  more  than  the  computed  cost,  but  such  cases  should 
be  kept  to  an  absolute  miinimum* 

The  transfer  to  the  bookkeeper  of  responsibility  for  es- 
tablishing billing  prices  on  all  jobs  v/ould  also  imply  that  the 
development  of  the  estimates  requested  by  departments  for  v/ork 
under  consideration  should  be  the  responsibility  of  the  bookkeeper. 
In  current  practice,  these  estimates  are  made  by  the  superintendent 
on  the  basis  of  the  pricing  system  now  in  use.   Under  the  proposed 
arrangementj  requests  for  estimates  would  pass  through  the  super- 
intendent's hands,  v/horo  time  and  material  estimates  would  be  added 
in  terms  of  quantity,  but  net  price.   The  requests  for  estimates 
would  then  pass  to  the  bookkeeper,  who  would  translate  the  hoiors 
and  materials  estimated  by  the  superintendent  into  prices,  using 
his  most  current  cost  data.   The  estimate  would  then  be  ready  to 
submit  to  the  inquiring  department. 

The  initial  period  of  application  of  the  proposed  system 
of  pricing  jobs  may  result  in  a  net  profit  or  loss  beyond  a  reason- 
able margin  because  of  inexperience,  lack  of  information,  or  poor 
judgment.   Errors  of  this  sort  can  be  quickly  corrected  if  cost 
data  are  maintained  on  an  up-to-date  basis.   On  the  whole,  it  would 
be  preferable  to  operate  the  printing  department  at  a  very  small 
net  profit  rather  than  loss.   A  reasonable  annual  profit  could  be 
accumulated  as  a  reserve  for  contingencies,  but  any  excess  over  a 
reasonable  figure  should  revert  to  the  general  fujids  of  the  City, 

^»   Charges  for  Stationery  Sold  from  Stock:   Office  sup- 
plies sold  from  stock  are  charged  for  at  a  varying  markup   from 
"the  last  reasonable  price."   The  price,  or  cost  to  the  printing 
department,  is  arrived  at  by  checking  inventory  cards,  but  the 
precise  means  of  arriving  at  the  last  reasonable  price  is  subject 
to  individual  variations.   The  markup  is  actually  applied  by  the 
superintendent  of  printing  and  varies  widely,   A  tost  clieck  of  a 
fev/  samples  revealed  variations  in  markup  from.  10  to  30  percent, 
and  there  appeared  to  be  no  consistent  pattern  for  any  particular 
classes  of  supplies. 
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Costs  should  bo  dGtermined  on  the  basis  of  tho  avemgc 


between  the  cost  of  office  supplies  sold  and  the  expenses  attribut- 
able to  them.   It  is  possible  to  determine  v/ith  reasonable  accuracy 
those  costs  so  incurred.   The  apportionment  of  such  costs  on  a 
volume-price  basis  is  tho  fairest  method  of  recovery.   Allocation 
ratios  should,  of  course,  be  subject  to  continuous  review  by  the 
bookkeeper  so  that  they  v/ill  alv/ays  reflect  actual  experience  as 
closely  as  possible.   In  general,  as  in  the  case  of  printing  jobs, 
the  establishment  of  the  billing  amount  for  individual  lots  of 
office  supplies  sold  from  stock  should  be  a  purely  clerical  chore 
with  which  the  superintendent  of  printing  should  not  be  concerned. 


j .   Charg^es  for  Office  Supplies  Delivered  Direct  by 
Vendors:   Office  supplies  which  are  purchased  on  the  authority  of 
specific  requisitions  and  arc  delivered  to  the  requisitioners 
direct  without  first  passing  through  the  stockroom.,  are  marked 
up  a  flat  10  percent  over  invoiced  cost.   This  markup  has  been 
determined  on  the  basis  of  delivery  costs  and,  on  the  basis  of 
casual  analysis,  it  is  appropriate.   As  in  the  case  of  other  mark- 
ups for  overhead,  the  percentage  used  should  bo  subject  to  periodic 
review  because  costs  arc  not  static, 

^«   Charp;es  for  Sales  of  Steam:   Deliveries  of  steam 
to  other  City  agencies  are  metered,  and  are  charged  for  at  the 
rate  of  '?li50  per  thousand  pounds.   The  rate  is  not  based  on  an 
analysis  of  the  cost  of  producing  steam,  and  without  such  an  analy- 
sis,  it  is  impossible  to  determine  whether  the  rate  charged  assure; 
recovery  of  costs  or  results  in  a  not  profit  or  loss.   Such  an 
analysis  should  be  made  and  the  rates  adjusted  if  any  discrepancy 
is  discovered. 

For  bookkeeping  purposes,  receipts  from  sale  of  steam 
are  considered  as  an  offset  against  the  gross  expenses  carried  in 
the  accoujit  v/ith  light,  heat,  and  pov/er.   This  practice  understates 
the  gross  income  of  the  printing  department  in  operating  statements 
and  understates  the  gross  costs  of  operations.   It  is  recommended 
that  income  from  steam  sales  be  carried  in  a  separa.te  account,  as 
is  the  case  for  sales  of  other  item.s.   Mien  operating  statements 
are  prepared,  the  cost  of  steam  sold  should  appear  as  an  offset 
against  revenues  from  steam  sales,  and  any  profit  or  loss  should 
be  shown,   Theoreticall7y^,  of  cou-rse,  if  steam  ig  sold  at  cost, 
a  small  gross  profit  should  bo  made  on  sales,  representing  the 
apportioned  recovery  of  administrative  overhead, 

^ •   Acco^anting  for  Assets  and  Liabilities  :   Fixed  asset 
valuations  in  the  printing  department  accounts  are  based  on 
acquisition  costs,  and  depreciation  reserves  are  being  accimiulated 
on  reasonable  bases. 
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Accounts  receivable  are  carried  in  the  accoi-ints  at  gross 
values  as  originally  billed.   As  noted  previously,  sales  have  been 
made  in  the  past  to  agencies  outside  the  inunicipal  organization. 
Certain  of  the  accounts  receivable  arising  from  these  sales  have 
proved  uncollectible,  and  should  be  v;ritten  off  the  boohs  by 
charges  to  the  surplus  account  (or  "capital"  accoimt,  as  it  appears 
on  the  books).   Otherwise,  the  value  of  accounts  receivable  as 
shown  in  the  books  is  overstated,  and  the  surplus  account  is  over- 
stated in  the  same  amount.   The  authors  of  this  report  have  recom- 
mended the  elimination  of  sales  to  agencies  or  organizations  ou.t- 
Iside  the  City  and  County  agencies,  but  if  this  recommendation  is 
[not  adopted,  a  small  reserve  should  be  created  for  bad  debts  and 
[added  to  annually  in  proportion  to  the  amount  of  such  sales. 

The  accuracy  of  inventory  valuations  in  the  accounts  is 
very  doubtful,  since  annual  physical  inventories  are  extended  on 
the  same  basis  as  is  described  above  for  pricing  jobs  or  sales.   As 
an  example,  according  to  the  19^7  audit  report,  lead  was  valued  in 
the  physical  inventory  at  the  end  of  the  year  at  ,;.127^  per  pound, 
while  the  average  cost  of  lead  throughout  the  year  wa.s  a.round 
(p. 23  per  pound*   Extension  of  the  inventory  co^jnt  at  the  latter 
figure  would  have  increased  the  value  of  this  item  alone  by  ,!;11,000, 
The  net  effect  of  over-^  and  under-valuations  cannot  be  estimated 
v/ithout  a  com.plete  examination  of  every  price  extension,  but  if 
lead  is  a  good  sample,  the  valuations  shown  in  year-end  balance 
sheets  are  quite  far  from  actual  values.   This  discrepancy  between 
values  shown  and  actual  values  would  be  corrected  if  the  same 
method  as  is  recommended  for  charging  inventory  withdrawals  to  jobs 
or  sales  is  adopted  for  physical  inventories!  that  is,  the  use  of 
average  costs  per  unit  in  stock. 


m.   Financial  Reporting:   The  annual  financial  report  of 
the  printing  department  at  the  present  time  consists  of  a  series 
of  statements  extracted  from  the  annual  audit  report,  including 
a  year-end  balance  sheet,  profit  and  loss  statement,  statement  of 
cost  of  goods  sold,  and  statements  detailing  inventories,  fixed 
assets, "depreciation  rates,  sales  to  departments,  and  outstanding 
accoi:ints  receivable.   No  detailed  m.onthly  or  quarterly  statements 
are  prepared. 

In  a  businesslike  operation  handling  gross  sales  of  v/cll 
over  half  a  million  dollars  a  year,  close  executive  control  over 
operations  is  impossible  without  frequent  financial  statements. 
Small  changes  in  the  costs  of  gross  expenditure  components  may 
have  considerable  significance  to  management  and  should  be  made 
apparent  by  well-prepared,  frequent  financial  reports,  A  complete 
set  of  financial  reports  should  be  prepared  by  the  agency  main- 
taining the  general  accoujits  of  the  department  at  least  once  each 
quarter.   Preparation  of  such  statements  does  not  require  the 
closing  of  temporary  accounts  except  at  the  end  of  the  year. 
Trial  balances  can  be  taken  from  the  general  ledger  and  statements 
prepared  from  them  after  adjustment  on  working  papers. 
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The  financial  reports,  v/hether  quarterly  or  annual, 
should  include  comparative  data  so  that  the  operations  of  the  most 
recently  completed  period  and  the  current  balance  sheet  position 
may  be  readily  compared  with  the  most  recent  two  completed  fiscal 
periods.   Comparisons  of  items  from  period  to  period  are  alm.ost  as 
valuable  for  management  piorposes  as  the  data  for  the  crirrent  period, 
yet  they  cannot  be  made  from  the  financial  reports  now  prepared 
unless  previous  reports  are  also  referred  to. 

Reports  should  also  contain  descriptive  data,  supplied 
by  the  superintendent  of  printing  explaining  the  significance  of 
important  items,  outlining  the  reasons  for  any  major  changes  in 
costs  as  revealed  by  comparative  data,  and  discussing  the  general 
position  of  the  department  and  its  future  plans ♦   Without  des- 
criptive material  of  this  sort,  the  financial  statements  of  the 
k  department  are  of  far  less  value* 
)  ^^   Post -Audi ting:   Annual  post-audits  of  the  department 

are  conducted  by  an  outside  auditing  firm  at  the  direction  of  the 
City  auditor*   These  audits  have  been  comprehensive  in  coverage 
and  otherwise  entirely  satisfactory.   The  recommendations  appearing 
therein, however ,  have  been  disregarded  for  several  successive 
years,  so  that  the  value  of  the  audits  has  been  restricted  to  the 
assurance  that  statements  are  correct  v/ithin  the  limitations 
described  heroin.   The  audits  haVe  been  valuable,  also,  in  provid- 
ing excellent  statements  of  cost  of  goods  sold  and  statements  of 
profit  and  loss  which  might  not  otherwise  have  been  available. 
But,  full  advantage  has  not  been  taken  of  the  comn^_ents  presented 
in  the  audit  reports.   It  is  recom-mendcd  that,  in  the  future,  the 
recommendations  of  aiidit  reports  be  acted  upon,  especially  v/hen 
they  have  the  enthusiastic  concurrence  of  the  bookkeeping  staff, 

18,   Receipts  and  Expenditures 

Receipts,  expenditures,  and  unencumbered  balances  v/ith 
respect  to  operations  of  the  printing  departm.ent  di;ring  the  years 
19)45,  19^6,  and  19l|7 ,  as  listed  in  the  annual  reports  of  the 
auditing  department,  v/ere  as  f ollov/s  : 

Totals  Available  Unencum.bcred 

Year      for  Expenditures      Expenditures        Balances 

19'i5       052^,965.66        :Mh,979.7h  060,985.92 

19I-I.6        ^6k,l^odi.9  553,182.56        10,976.93 

19i|7        672,778.83         672,778,83 

It  would  appear  from^  the  tabulation  presented  above  that 
the  printing  department  operated  at  a  profit  for  the  years  19^5 
and  19)-i-6.   Plowcver,  the  accounts  maintained  by  the  City  auditing 
department  reflect  only  the  status  of  the  printing  department's 
appropriations  and  income.   The  auditing  department's  accounts 
also  recognize  the  realization  of  revenues  on  a  different  basis 
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than  the  same  accoijnts  maintained  in  the  printing  department  so 
that  the  balances  in  the  accounts  of  the  two  departments  are 
usually  different. 

In  line  with  these  observations j  the  profit  and  loss 
statements  of  the  printinn;  department  for  the  years  l-l|-5,  19'4.6, 
and  IPUTj  P-s  prepared  from  the  audit  by  an  outside  certified  public 
accountant,  arc  summarized  a.s  follows: 


Cost  of  goods  sold 
Opcratinj^  expenses 


a5l|,  62  3. 93 


Total    expenses        0''!-3o,8l4.3«3^l 


Sales 

Discounts  on 
purchases 


:51|7i|,195.26 
1,306.28 


Total  revenues    }].}.75>501.5i^'- 


I9U6 
:5512,963.72 

36,362.57 
^9,326.29 

■^516,091.21 
1,623.38 


3517, 7  ill.  59 


Net  Loss 


?  13,3^1.80 


i   31.611.70 


19k7 

^;';628,034.8l 
39,184.87 

$667,269.68 

061l6,62U.75 
l,75li-.l;-6 


J5i|3,379.21 
$   18,890.U7 


Similar  data  with  respect  to  the  printing  department's 
operations  during  ioij.8  had  not  been  audited  at  the  time  this  report 
was  written. 


